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AN EVALUATION OF MERIT RATING AS A FACTOR IN THE 


PROMOTION OF NAVAL OFFICERS TO THE TOP MANAGEMENT LEVEL 


CHAPTER I 


INTRODUCTION 


GENERAL 

The subject of promotion of executives to top level 
responsibilities has been chosen because not too much in- 
formation is available on what appears to be an extremely 
important matter. If promotion of inadequate executives 
is taking Place, industrial as well as naval, society is 
' not getting the service to which it is entitled. Usualiy, 
the general public does not become cognizant of this fact 
until a poor decision results in an unsatisfactory product, 
unfavorable publicity. disaster for a segment of society, 
or other misfortune. 

Whether or not a decision was based on sound thinking 
processes may have little or no effeet on public reaction, 
if the ultimate result is bad. In this case, a qualified 
executive will, in all probability, have to be replaced be- 
eause of adverse public opinion, In industry, this takes 
the form of refusal by the public to buy the product or ac- 
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cept the service offered, In the Armed Services, the re- 
action is apt to be more immediate and direct, In either 
case a fully qualified replacement must be available. 

The chances of an unqualified executive reaching a 
position of top level responsibility will be greatly re- 
duced, and the chances of having a qualified relief for the 
present executive will be greatly increased, if the best 
possible system of selection for promotion is in effect, 
All executives have to be replaced sometime, whether their 
going is voluntary or involuntary, so that it is common 
sense to be prepared for the inevitable, The best possible 
system of selection for promotion today is a partial answer, 
but not the final one. Any such system must be Kept in 
continuous overhaul, 

As Muller-Thym and Salveson have pointed out, promo- 
tion is not the sole objective of individual success, Men 
Go have a limit to their capacities. To attempt to operate 
beyond that point is similar to the pilot who flies above 
his celling without oxygen. The higher he goes the less 
effective he becomes, "Growth, as well as promotion is 


the goal, and it should be made clear that a man and his 





Bernard J. Muller-Thym and Melvin E., Salveson. 
"Developing Executives for Business Leadership,” Personnel, 
AMA, Vol. 25, No. 4, January 1949, p. 252. 
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job can grow considerably without necessitating an actual 
job change."1 This is undoubtedly true, yet the goal of 
promotion is so far beyond the goal of growth as to be al- 
most entered in a different race, Rexford Hersey“ states 
as his belief that there are few individuals who cannot be 
improved from an efficiency standpoint, if the improvement 
is undertaken gradually. The fact that men with plenty of 
capacity remaining untapped can, nevertheless, be pushed 
too fast is not to be mistaken for lack of capacity in the 
same sense, Men in this latter case are still working on 
the upward slope of learning ability; whereas men in the 
first instance are mentally at, or near, their upper limit 
for absorbing new ideas, but still are capable of doing 
with more efficiency those things already learned, It is 
doubtful whether the executive in the Navy or in industry, 
who is being considered for promotion to the top level, 
should be selected for that promotion if he is in the cate- 
gory where his ability limit has been reached but his effi- 
clency can be improved gradually. The problem at that 


point is to keep morale high and obtain the benefit of all 





1 Muller-Thym and Salveson, op. cit., p. 252. 


2 Rexford Hersey, "Individualized Executive Selec- 
tion, Training, and Follow-Up." Personnel Series No. 89, 
AMA, 1945, Pp. 6. 
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the ability the executive possesses by utilizing his full 
capacity at a worthwhile job,1 

Primarily, the problem is to select for promotion the 
best of a group of executives, each of whom has adequate 
ability. When prospective promotees are being considered 
for promotion by 2 selection board whose members have not 
necessarily had occasion to work with them, a written pic- 
ture of each person to be considered is necessary, This 
is the situation in the Navy and might also be applicable 
to any large concern with several establishments at distant 
locations, 

McMurry defines selection as “nothing more nor less 
than the matching of the applicant's qualifications against 
the requirements of the job."2 If that selection is for 
puabhdn, the requirements of the new job will be the 
criteria, It can be visualized that. the accomplishment 


of a system of selection for promotion will require: 


1 For a further discussion on capacity versus promo- 
tion see 
Harvey G. Ellerd, “Rating Supervisors,” Produc- 
tion Executive Series No, 42, AMA, 1926. p. 17. 


2 Robert N, McMurry. "Is it Management's Fault that 
so many Salesmen Fail?" Sales Management, August 15, 1951. 
p. 106, 

For further discussion of this subject see 

Richard A. Fear, “Employee Selection for the Average 
Company," Personnel Series No, 100, AMA, 1946, p. 3ff. 
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(1) the development of descriptive personnel records, (2) 
adequate training for every Job with sufficient emphasis 
on development for the job ahead, (3) a knowledge of the 
requirements of the job ahead, and (4) definite alloca- 
tions of responsibility for selecting individuals for pro- 
motion.2 Undoubtedly, as Mace says, "a thoroughgoing ap- 
praisal of the people in an organization provides the basis 
for doing a better Job in making selections for promo- 
tion,"= but to complete the picture requires a considera- 
tion of the job to be done, In the course of this study the 
extent to which merit rating is used to accomplish require- 
ments (1), (2) and (3) will be discussed, 
SCOPE OF STUDY 

The scope of this work will be limited to one small 
facet of promotion -- the use of merit rating in determin- 
ing the best executives for top administrative responsibil- 
ities in the Navy. In order to provide some comparison, in- 
dustrial practices along similar lines will also be discussed 


from time to time, Furthermore, although promotion is made 





1 Helen Baker, Company Plans for Employee Promotion. 


Princeton, New Jersey: Princeton University, 1939. p. 10. 


@ Myles L, Mace. The Growth and Development of Ex- 


ecutives. Boston: Harvard University, 1950. p. 50. 
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continuously in the Navy and industry, only that portion 
applicable to naval officers being considered for flag rank 
and to industrial executives being considered for top man- 
agement will be discussed in any detail, Merit rating has 
some other uses than for promotion, but, beyond listing 
some of these, no study will be made of them. Source mat- 
erial will be limited to that available in the libraries of 
the Ohio State University, plus some additional information 
obtained from the Bureau of Naval Personnel, Washington, 
D.C, 
Some of the terms to be used in this paper will be de- 
fined in the following section, 
TERMINOLOGY 
Merit Rating ~ an orderly, systematic method of 
evaluating the present and poten- 
tial usefulness of individuals to 


their organization,+ 





Other terme used are employee evaluation, efficiency 
rating or report, performance rating or record, employment 
development program or report, personnel record, progress 
report, etc, 

Personnel Handbook, Edited by John F. Mee, New York: 


Ronald, 1951. p. 251, 
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Officer's 
Fitness Report - may also be referred to as 


"Report on the Fitness of Of- 
ficers," It is the Navy's 
equivalent of merit rating for 
officers, 

Top Management - executives concerned primarily 

| with the determination of ob- 

jectives, policy formulation, 
and the coordination and con- 
trol of a particular division 
of the company, or higher re- 
sponsibility. 

Flag Rank - the Navy's top management ex- 
ecutives, The term describes 


the ranks of Rear Admiral, Vice 





4 Holden, Fish, and Smith break down top management 
into three zones consisting of (1) the trusteeship function, 
(2) the general management or administrative function, and 
(3) the divisional or departmental function. 

Paul E. Holden, Lounsbury S. Fish, and Hubert L, Smith, 


Top Management Organization and Control. Stanford, Calif.: 
Stanford University Press, 1949, pp. 15-16. 





~~ - 








Admiral, and Admiral. 

Industry - all establishments of the 
United States which are suffi- 
ciently complex that they re- 
quire top management executives 
to plan, organize, and control 
their business activities, The 
term would not be as definitive 
in normal usage, but in this 
paper it is intended to exclude 
those business organizations in 
which a top eneeutive 's job is 
a mixture of operative as well 
as administrative management. 

Establishment - any business organization cap- 
able of continued independent 


operation.*= 





4 The term "Flag" officers is used to denote those 
for whom a flag is flown to indicate their presence aboard 
a ship or station. In wartime there are the additicnal 
ranks of Commodore and Fleet Admirai, 


e Ralph C,. Davis. The Fundamentals of Top Management. 
New York: Harper & Brothers, 1951. p. 523. 





Selection 
(in industry) - generally connotes choosing for 


employment and/or training. Pro- 


motions are mace from these 


trainees, 

Selection 

(in the Navy) - because "Selection Boards” are 
formed, usually once each year, 
to select officers from each 
rank for promotion to the next 
higher rank, the term generally 
means choosing for promotion in 
naval pavinnss 2 

THE PROBLEM 


The selection of the best Armed Forees officers and the 
best industrial executives for promotion to top level re- 
sponsibilities is of vital importance to everyone who has 
the best interests of the United States and its defense as 


a primary concern. This importance may not be immediately 


Once an officer has been selected and his selection 
approved by the President with Senate concurrence, promo-~ 
tion follows as soon as a vacancy occurs (provided that the 
required physical and mental examinations are satisfactorily 
completed). The difference, then, between “selection in in- 
dustry and in the Navy is as follows: In industry, the em- 
phasis is to select for employment and/or training; in the 
Navy, the emphasis is on promotion and further training. 
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evident to the average person, As long as things seem to 
be progressing satisfactorily, there are, quite understand- 
ably, many things which are of more immediate concern to 
him. When an emergency occurs which requires action of 
some kind from the top level executives, the general public 
has the right to expect that action will be forthcoming and 
that it will be timely and correct, 

The problem, then, is to insure that this trust is 
never betrayed, within the means available, 
THE SOLUTION 

These matters are constantly under study by the Armed 
Forces and by individual companies, The problem has long 
had the attention of leaders in industrial! and naval af- 
fairs. However, it is felt that there is still room for 
much improvement, No matter how far-sighted planners may 
be, no plan is so good that it cannot be improved. That is 
the attitude which prompts this study, 

The solution to the problem of maintaining the best 
executives in order to provide a continual flow into posi- 
tions of top responsibility requires that the selection for 


promotion differentiate among the able executives available 


1 Payol discusses this subject in his works(based on a 
lecture given in 1908), 

Henri Fayol., General and Industrial Management. Trans- 
lated by Constance Sterrs, New York: Pitman Publishing 
Company, 1949. pp. 78-79. = 
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for top management and siphon off the cream of the crop, 
This may be possible by the use of merit rating. The pur- 
pose of this study is to investigate the part that merit 
rating does have, and the part that it should have in the 
selection for promotion of the best top level executives 
in the Navy. 

METHODOLOGY 

Within the limits of sources of material stated pre- 
viously, this study will be taken up in the following man- 
ner, 

In Chapter II, the background of merit rating will be 
examined briefly. The general subjects of how, why, what, 
and when to use merit rating will be discussed, 

Chapter III will contain a description of the types of 
merit rating with the inherent advantages and disadvantages 
of each type. 

In the next chapter, sources of error will be investi- 
gated, validity will be discussed, and some principles of 
merit rating will be derived and stated, 

The use of merit ratings in the Navy and in industry 
will then be covered in Chapters V and VI, This will in- 
clude such things as its correlation with other factors con- 


sidered when selecting a promotee, and comments on the ef- 
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fectiveness of merit rating as a factor, 

Chapter VII will be devoted to a comparison of naval 
and industrial training and promotion problems, 

In the final chapter, some conclusions will be drawn 
and recommendations will be made concernins the use of 


merit rating, the rating form, and the merit rater, 
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CHAPTER II 


MERIT RATING 


HISTORY 

Benge says, “One of the earliest antecedents of merit 
rating as we know the term today lay in the formal recording 
of interviewer's impressions," The first use of merit rat- 
ing as such is credited to Robert Owen, the Scottish mili 
owner who, in the enstg nineteenth century, kept "character 
books” for his employees and displayed a colored block in- 
dicative of merit on each worker's bench.* ‘The U. S. Army 
deserves the credit for introduction of and most of the ad- 
vances made in new methods in the United States to date. The 
Army used merit rating in the War of 1812,3 introduced 


man-to-man rating during World War I, and introduced 





1 pugene J. Benge. Job Evaluation and Merit Rating. 
Deep River, Conn.: National Foreman's Institute, 1941. p. 48, 

2 Lawrence L. Bethel, Franklin S. Atwater, George H. 
E. Smith, and Harvey A, Stackman, Jr. Industrial Organiza- 
tion and Management. New York: McGraw-Hill, 1950. p. 651, 

~ The first recorded efficiency report in the Archives 
of the War Department has deen reproduced in Appendix A, 
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forced-choice rating during World War 1z1.1 The YU. S. Civil 
Service first used merit rating in Chicago in 1910.2 The in- 
dication seems clear that various government agencies were 
well acquainted with merit rating before industry became in- 
terested, John W, Dalzelil> indicates, in discussing super- 
visor rating ¢uring the middle 1920's, that all companies with 
merit rating programs probably started after World War I 
and copied the Army system. However, by 1926 most companies 
had gotten away from the Army system and had developed one 
of their own, * 

The following questions naturally arise: What is merit 


rating? Why use it? What does it do? When should it be 





Scott, Clothier, and Spriegel give credit to the 
Bureau of Selesmanship Research for interesting the U,. §. 
Army in merit rating. As a result, the Army adopted it as 
the official system for promotion. 
Walter Dill Scott, Robert C, Clothier, and William Rk. 


Spriegel. Personnel Management. New York: McGraw-Hill, 
1949, pp. 188-189. See also 

Bernard J, Muller-Thym and Melvin E. Salveson, “Devel- 
oping Executives for Business Leadership,” Personnel, AMA, 


Vol. 25, No. 4, January 1949. pp, 250-260, 


2 Bethel et al., op. cit., p. 635. 
3 Harvey G. Ellerd, "Rating Supervisors," Produc- 
tion Executive Series No. 42, AMA, 1926. p. 11. 


4 The Dennison Manufacturing Company was the first 
industrial company to experiment with and adopt a system- 
atic method of rating. It was based on the Army system. 

Ordway Tead and Henry C. Metcalf. Personnel Adminis- 
tration. New York: McGraw-Hill, 1920. p. 59. 
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used? The answers to these questions will be undertaken 
here, and further expounded upon in Chapter III. 


GENERAL 
What is merit rating? It is a method of comparing in- 





dividuais with each other, or against a job, by gathering 
opinions about them, Prom this description, one might 
think thet merit rating is something like a popularity poll. 
Although this is not exactly the case, merit rating might 
be considered a device for measuring the subordinate's pop- 
ularity in the eyes of his seniors, but based primarily on 
ability to accomplish a job rather than ability ase a charmer, 
It is a formal system whereby a superior, by comparing 
various characteristics of an individual with the same char- 
acteristics of all other persons under his immediate super- 
vision, determines the relative worth of each of those per- 
sons to the organization; or, the superior may rate an in- 
dividual's ability to do his assigned tasks and then compare 
all those persons who have the same, or similar, jobs in 
order to determine the relative worth of each subordinate, 


How does one decide what characteristics or traits to 


y 


| 


(reas ei [liv ont el of peewee eet Pheer 
gr epee 08 omy berernyes correst bw jor 
er ee ere! = — ae 
ee ee ee ed 
~i beg yruntweeg # eats pitirwn tt potion Otten cot sell 
© apew gotten (tes joe OF ULseeew son m8 eter cumoneta 
“GR ATONE CLT pRteoEENe Hr! CetveD © Corsi tema Off 
me Ulveeryy betel tet J ereite) Ob) So eute ee OF VERE 
Ae & Oe CLLIE Gone weReeS TOL © ME Lioworen oF CTlitee 
RPA eteer & Yreety otis Mw) ah fe” 
sade pene wie ede Ceriydies oe ir etoy tbat ements aromree 
-482 tiede te itive Petia wo cetidemedol yagtaty 
“al ab Mn caw waiieue oct no \ontdentameee Ott gee 
Timwmn Tm Oe eine Dometens OLA wh OF LTSTAWh 6! Euehivla 
oSOMRLOETIUS RAD 1G ATVON SEARO Gol erdermeias 96 tebeo 
08 @rdeas 20 sCLERFGESh PRY ALN ne feet BHT 


eal 























=> - —_ 


use? The traits chosen must be those which are specifical- 
ly related to the job performance of the individual being 
rated, or related to the job for which he is uncer consid- 
eration as a promotee,. Furthermore, the characteristics 
must be limited to those which a rater can observe, This 
can be accomplished by a clear description of the various 
degrees of each trait.? Use of such descriptions enables 
the rater to interpret the degree of each characteristic in 
terms of how the individual acts. It has the additional ad- 
vantage that every rater is more likely to have the same con- 
cept of what type of action fits what degree of a trait. It 
is safe to say that the more objectively the rater can view 


each characteristic, the more reliable the rating. 





1 Davis throws some light on the complexity of this 
problem by citing a survey of opinions he once made, He 
asked a number of competent students of business what char- 
acteristics they would list as essential for executives, 
His final list had fifty-six easential characteristics, 


Ralph C, Davis. industrial Organization and Manage- 
ment. New York: Harper and Brothers, 1940, p. 32. 

. For example, the term "Exercise Judgment” is listed 
as a trait on a Navy Fitness Report. This is an extremely 
difficult trait to mark if no amplifying description is giv-~- 
en. On another form this trait was broken down into degrees 
and described as follows: "Exceptional in ability to think, 
plan, and do things without waiting to be told and in- 
structed,” "Able to plan and execute missions on his own 
responsibility," "Capable of performing routine duties on 


own responsibility," "Requires constant guidanee and super- 
vision in his work, or evades responsibility.” 
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Overlapping traits make it difficult for the rater to 
distinguish where one trait ends and another begins, If 
overlapping between traits is fairly general, it is almost 
impossible for the rater to avoid “halo effects,"1 

To summarize: (1) Traits selected must have signifi- 
cance relative to the job being performed, (2) raters 
should uniformly attach the same definition to traits and 
trait degrees used, (3). traits should not overlap, and (4) 
traits should be observable, and observable from as objec- 
tive a point of view as possible. 

In all the basic types of merit rating that will be 
discussed, opinions on various characteristics or traits 
that seem to relate to the particular job are obtained and 
an evaluation of the results made to determine to what ex- 
tent each individual meets, or fails to meet, the necessary 
requirements for the job in question. Under ideal condi- 
tions, only the best man in each case would get the job, 
WHY USE MERIT RATING? 

Listed in this section are some of the major reasons 


for using merit rating to supplement any plan of selection 





Halo effect is a rater tendency which will be dis- 
cussed later in this study. The judgment on all traits 
tends to be effected by the impression made on the rater 
by one or two traits, 
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for promotion. 
1. Merit rating helps to insure that judgment of an 


individual will generally reflect a sound appraisal of his 
performance, rather than penalizing him for isolated errors 
occurring just prior to his consideration for promotion.+ 

2. Merit rating tends to make each promotee meet the 
seme specifications for the same job, 

3. With merit rating there is lees likelihood of over-~ 
looking the capable but unepectacular worker, 

&, As a by-product of item 2, it is more nearly pos- 


sible to compare promotees who are not under observetion by 








4 Rati Sloyee and S ory Performance, Edited 
by M. Joseph Dooher and Vivienne Marquis, New York: AMA, 
1950. p. 153. 

Admittedly, however, an error committed just prior 
to possible selection for promotion will have a much higher 
weisht in considerations than the same error committed sev- 
eral months previously. This is true regarcless of the pro- 
motion system in effect, 


2 llerd points out that without formal merit rating, 
the rater is apt to consider only one or two conspicuous 
abilities or traits and disregard the others. 

Bllerd, Op. eit., P. 3. 

However, as will be brought out later, a rater may 
errive at the same result while using merit rating if he has 
a failing known as "halo effect." There is a school of 
thought, expressed by Webster, Winn, and Oliver, which be- 
lieves that it is unnecessary and too difficult to try to 
get a measurement of a lot of traits, They advocate, but 
not in se many words, waking “halo effeet" work for the 
rater instead of against him. 

E. C. Webster, A. Winn, and J. A. Oliver, "Case 
Stucy of Merit Rating Forms: Simplification and Reducticn 
of Traits for Raters," Persormmel, AMA, Vol. 27, No. 5, 
March 1951. p. 415 ff. 
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the same superiors, or who are physically separated at all 
times.) 
WHAT DOES MERIT RATING DO? 

The user of merit rating must understand the following 
distinctions, otherwise he will be disappointed with the 
results attained.” 

1. Merit rating obtains opinions about people in a 
situation. 

2. It does not measure performance or personality 
traits directly. 

Ap a result of evaluating the opinions obtained, it is 
possible to reach a conclusion as to the performance of the 
individual, provided that the traits considered are applicable 


to the job being performed. In addition, it is possibie to 





. Webster et al., make the point that when an individ- 
ual moves from one place to another, it becomes easier to 
judge him from a distance if a series of factual observa- 
tions have been obtained, 

This situation is particularly applicable to naval 


officers, 


Personnel Handbook, Edited by John fF. Mee. New 
York: Ronald, 1951. p. 251, 


3 Benge points out that the general use of merit rat- 
ing i8 to obtain an analysis of the performance of an indiv- 
idual in his present job. 

Benge, op. cit.s, p. 55, item &, 
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evaluate potential usefulness, provided these aspects are 
clearly differentiated.? It must be remembered that the 
traits applicable to the new job must be used if the objec- 
tive is to judge performance ability in a new job. 

WHEN USE MERIT RATING? 

Use merit rating only if it 1s designed to serve spec- 
ific objectives, The specific objective considered in this 
study is to determine if merit rating can be used to aid in 
selecting for promotion the best executives to assume top 
management responsibility. To accomplish this purpose, the 
evaluation of the promctee must be taken from traits or 
characteristics which are necessary for the new top manace- 
ment job, Technical competence on the present job gives no 
basis for assuming that the executive is automatically pre- 
pared for the job with higher responsibility, unless the 
present and future jobs are similar, or overlap. Further- 
more, administrative adequacy at one level does not insure 
the adequacy in administration required at higher levels. 

Other than for promotion, merit rating has various 


possibilities which will be stated briefly: 





Personnel Handbook, op, cit., p. 281. 
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1. Development of the individual rated by identifying 


his shortcomings for him, 


2. Determination of training program results, or needed 
changes thereto,” 

3. Providing the basis for personnel actions such as 
demotion, layoff, wage and salary adjustment, ete,> 

4k, To serve as a criterion of performance for obtain- 
ing persons to test personnel teats," 

5. Providing a permanent uniform record of an indiv- 
idual's past progress, present staves, and future potential- 


ities, 





‘ The opportunity is given "To see ourselves as others 
see us,“ as Robert Burns expressed it, However, the manner 
in which the information 1s given and/or received will de- 
termine whether improvement actually takes place, 

Wayne G. Semples. A Study of Rating Methods for Pro- 
fessional loyees, Unpublished “. A. Thesis, The Ohio 
State University, 1948, p. 16, 

Michael J. Jucius, Personnel Management. Chicago: 
Irwin, 1951, p. 245. 


Joseph Tiffin. Industrial Psychology. New York: 
Prentice-Hall, 1948, pp. 329-330. 


é Personnel Handbook, op. cit., Pp. 28e, 
Tiffin, op. cit., pp. 332-333. 


> Tiffin, op. cit., p. 331-332. 
4 Tiffin, @p. cit., Pp. 322. 
5 


Mary Harper Wortham. "Rating of Supervisors,” Indus- 
trial Relations Section, California Institute of Technology. 
Bulletin No. ll, p. 6. 
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6. Standardizing the basis of supervisory judgments 
by providing an organized pattern for forming opinions ,+ 


7. Providing a basis for judging the rater.@ 


Wortham, op. cit., p. 6, 
2 pia. 
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CHAPTER IilI 


TYPES OF MERIT RATING 


There are three basic types of merit rating, each hav- 
ing certain inherent advantages and disadvantages.- These 
basic types are: 

1. Rating Seales 

2. Comparison Systems 

3. Check Lists 

In choosing a merit rating system, one finds no easy 
formula to guarantee success for a particular type, or com- 
bination of types, of merit rating. In other words, there 
is no package deal which can be selected because it seems 
successful to another activity or in another situation. 
Rather, it requires the basic type, or combination of types, 
which will best serve the specific objectives desired, 
coupled with: 


1. Competent direction 





1 personnel Handbook, Edited by John F. Mee, New 


York: Ronald, 1951. p. 289. 
Lawrence L. Bethel, Franklin 8S. Atwater, George H. 


E. Smith, and Harvey A. Stackmen, Jr. Industrial Organiza- 
tion and Management. New York: McGraw-Hill, 1950. p, 653 ff. 


. Personnel Handbook, op. cit., Pp. 288. 


oP. 
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2, Genuine interest in making the program a success, 
3. Time and effort by those involved in the program's 
development and implementation, 


4, Acceptance of the program by the entire organiza- 


tion. 


RATING SCALES* 


Rating scales consist of lists of traits or character- 
4stics. The rater is. expected to indicate his judgment of 
the degree to which an individual has, or exercises, that 
trait. The various degrees may be described or not. How- 
ever, it is a great advantage if each trait degree is de- 
seribed so that it will mean more nearly the same to each 
rater, In some rating scales, a point value is assigned to 
each trait degree. A manipulation of these point values 
gives a final score which can be compared with the scores 
of others to obtain a comparison, or rank-order, in accord- 
ance with relative ability. 

Traits are selected only if their presence or absence 
would effect the ability of the individual to perform the 
job(s) under consideration. If there is doubt as to which 
traits are more important, this data can be computed by 


statisticians, They can also determine relative weights 





Personnel Handbook, op. cit., pp. 289, 294, 301, 306, 
24 
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to be applied to each trait so that it will effect the final 
score in proportion to its importance. However, any system 
of arriving at a single average score in order to determine 
the relative merit of each executive has a serious drawback. 
In the extreme case, such a system of weighting and averag- 
ing would permit the absence of a trait to be disregarded if 
all other traits were high enough. At the executive level 
under consideration, iM, < ready for top management respon- 
sibility, it appears that lack of any qualification which 
would effect performance of the job to be done is sufficient 
reason to not promote, notwithstanding an abundance of all 
other necessary traits, 
The rating seale has certain definite advantages, It 
may be more acceptable because more people are familiar with 
it. The completed report form for an individual contains 


the kind of information that permits frank counseling of 


that person, If a small number are to be rated, the rating 





1 In substantiation of this opinion, Evans states, 
"Beware of a point rating system -- fifty good apples and 
fifty bad apples do not make a hundred medium apples," 


J. J, Evans, Jr. A Program for Personnel Adminis- 
tration, New York: MeGraw-Hill, 1945. p. 41. 

. To be most useful in this respect, the rating form 

Should include the rater's comments on specific aspects of 


the ratee's performance or behavior, in order to substanti- 
ate and justify the trait degrees checked, 
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scale type of merit rating will probably best serve the 
purpose, 

There are two sub-types under this basic type: 

1. Graphic Rating Scales, 

2. Multiple-Step Rating Scales, 

The graphic rating scale lists and also describes each 
trait so that each rater will better understand it. The de- 
grees of each trait usually are also described in such a 
manner that it is clear which of the degrees is highest and 
lowest, as well as the relative desirability of each of the 
other degrees between the two extremes, The number of de- 
grees per trait varies from three on some forms to seven on 
others. Five degrees of each trait are frequently used, 
Each trait is represented by a horizontal line. The usual 
method is for the highest degree of each trait to be repre- 
sented by the same end of all the lines, The least degree 
of any trait is then represented by the opposite end of 
each line with three equally spaced marks between the ex- 
tremes representing the intermediate degrees of the trait. 
(For forms using seven degrees, there would be five inter- 
mediate divisions.) It is possible to obtain a good idea 


of the merit of the individual (in the rater's judgment) by 
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glancing at the check marks of all traits at onee.} 


Whereas, in the graphic scale it is possible to indic- 
ate that the ratee possesses a degree of a trait somewhere 


between two described degrees, in the multiple-step rating 





scale the rater must confine himself to one specific degree. 
However, this procedure is sometimes varied to permit mark- 
ing high, low or medium amounts of a degree. The two sub- 
types of rating scales are markedly similar, 
COMPARISON SYSTEMS” 

Comparison systems are based on relative performance 
between individuals rather than against a standard. Another 
common name for this type of merit rating is the "man-to- 


man" system. "Man-job" rating connotes rating against a 


standard where average performance of the job is the 





Although it is an advantage in evaluation to be able 
to obtain an overall impression of the rater’s judgment of 
an individual, it is also a potential disadvantage in that 
raters may tend to rate all traits so that they will fall 
nearly in a vertical line at about the general degree of the 
average ability the rater considers the ratee to have, This 
type of error will be discussed further in a later section, 
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The Personnel Handbook, op. cit., pp. 294-297, 
307-308. 
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standard,! In using man-to-man rating the relative over-all 
performance is usually considered, rather than performance 
on each of several traits, However, either or both methods 
may be used, 

This type of rating is easier than comparing an actual 
against a theoretical standard.© In this respect lies the 
greatest advantage of the comparison systems over rating 
scales, The same features that make this method easier, al- 
so make it more accurate. Thus, it has somewhat greater 


consistency than rating scales, Similarly, rater train- 


, On the subject of when to use man-to-man and man-job 
rating, some advocate the use of man-jobd ratings in consider- 
ing an individual for promotion, They say do not match pos- 
sible promotees directly against one another. The "qualita- 
tive matching or deficiency of traits is the important 
thing." 

Eugene J, Benge. Job Evaluation and Merit Rating. 
Deep River, Conn.: National Foremen's Institute, 1941, p. 62. 

Samples concluded that man-to-job rating is neces- 
sary to help a man improve himself because man-to-man com- 
parison must of necessity depend on two variables -- each 
man's day-to-day job performance, 

Wayne G. Samples. A Study of Rating Methods for 
Professional Employees, Unpublished M. A. Thesis. Ohio 
State University, 194 


- PP. 30-31, 


For example, it is easier to tell which of two ob- 
jects is larger, nearer, higher, etc. (when viewed at the 
same time) than it is to estimate the distance or dimen- 
Sions in measurement terms for each object and then, by 
comparison of these estimated measurements, arrive at a 
comparison between the two objects. 





ing does not need to be as intensive as with the rating 
seale method, 

Disadvantages of this system are that it stacks indiv- 
Lauais only against others on the same job at nearly the 
game time, and it does not provide necessary information 
for counseling. This second fault can be corrected by re- 
quiring rater comments, 

The comparison method is most useful when there are a 
number of persons on the same job to be rated, It is not 
satisfactory for one or a small number of ratees, 

The sub-types of the comparison systems are: 

1. Paired Comparison, 

2. Rank-Order, 

3. Forced Distribution. 

Paired comparison requires that every person doing a 
particular job be paired with every other individual who 
does that same job. The rater judges which man of each 
pair is better. On the basis of the number of times one 


man is favored over another, it is possible to derive 4 
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rank-order of those on that particular job. This is the 
simplest and easiest merit rating system, but the total time 
required will usually be greater than with the rank-erder 
or forced distribution systems, This is especially true 
with a large number of persons to judge. It is particularly 
suited for high accuracy in differentiating performance of 
individuals and for validating tests. 

The rank-order system is most simply accomplished by 
placing each man's name on a card and arranging the cards 
in order of ability. This may not be possible with a large 
number of ratees. The method requires little training, but 
has the disadvantage of lack of data with which to counsel,.* 


The rank-order comparison system is well-suited for obtain- 





1 The U. S. Army tried a form of paired comparison 
during World War I. The method, credited to Dr. Walter Dill 
Scott, was for the rater to place at each trait degree, the 
name of the officer who, in the rater's opinion, embodied 
that trait degree. The officer being marked was then com- 
pared directly with other officers who represented every 
trait degree, The tremendous undertaking involved in corre- 
lating the comparisons so that every officer could be placed 
in rank-order according to his value to the Army, can be 
envisioned, 

Ordway Tead and Henry C. Metcalf. Personnel Admin- 
istration, New York: McGraw-Hill, 1920, pp. 59=+5). 


@ with the rank-order method it will probably be im- 
possible to satisfactorily explain to the man ranked number 
ten, why he was not ranked number nine, etc. 
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ing a spread of men by their ability for any purpose. It 
is also suitable for test validation, 

The forced distribution system! is based on the assump- 
tion that persons on a given job form a normal distribution.* 
The question to be decided is whether it is better to force 
ratings into a normal distribution, or to put up with the 
bunching at the top of the scale that is typical of rating 
scale methods, 

When conscientiously used, this method has the advan- 
tage of spreading the promotees out over the entire rating 
scale. For example, one percentage split frequently made 


is ten, twenty, forty, twenty, ten, It may be, and usually 


is, adifficult for the rater to decide where the fine line 





1 Where there are few men to be rated the forced dis- 
tribution system becomes a refinement of the rank-order 
method, because the simplest way is to arrange the men in 
rank-order first, On the other hand, the forced distribu- 
tion feature may be attached to rating scale or check list 
methods, in which case there would be no ranking within 
groups, Due to its all-around applicability, forced dis- 
tribution could almost be considered as a separate category 
of merit rating instead of a comparison system sub-type, 


It would be a rarity, of course, if the persons on 
a job had traits in such degree that a plot of the abilities 
of the group exactly formed a normal distribution, However, 
the chances are that the abilities of any group will ap- 
proximate this type distribution, 


Joseph Tiffin, Industrial Psychology, New York: 
Prentice-Hall, 1948, p., 490, 
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between any two adjacent groups is located. However, if ten 
per cent are to be promoted (or thirty, or seventy per cent), 
the problem has been simplified for the final judge? 1¢, 
as is more frequently the case, the percentage to be pro- 
moted falls within a group, a further difficult decision re- 


mains. 


CHECK Lists” 


Check lists are composed of statements to be checked 
by the rater if the description fits the individual being 
judged, or, in the case of forced~choice, if it least fits 
him, The check list methods are considered best for differ- 
entiating between persons, whether the comparison is made 
against performance of others directly, or against some 
standard, With these methods the rater actually becomes a 
reporter of behavior, Evaluations are generally accomplished 
by a higher echelon. The completed report is more objective 
than is probable with other merit rating types. 

Check lists are of two sub-types as follows: 

1. Weighted Check Lists, 


@. Forced-Choice (Preferential Check Lists), 





The same comment applies for any other percentage 
split which takes advantage of existing divisions between 
groups, 

© Personnel Handbook, op. cit., pp. 299-301, 308-309, 
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The weighted check list contains statements of behav- 
for. The behavior must be related to the Job for which the 
person is being rated, just as for other merit rating meth- 
ods, ‘Seale values are attached to each statement to indic- 
ate the importance of that behavior trait. A high value 
indicates the behavior is related to good job performance, 
low value to poor performance, The usual procedure is to 
compute an average value to indicate average performance for 
the individual. By comparing these average scores a rank-~ 
order of persons by ability can be obtained. 

Weighted check lists should be developed specifically 
for particular jobs, or limited groups of associated jobs. 
The value of this type list tends to decrease as the range 
and variety of jobs to be rated with a single check list in- 
ereases. With only a few individuals on a job, it mey not 
be feasible to devote the necessary time and effort to ap- 
Ply this system, When use of the weighted check list is 
warranted, it can provide the necessary information for 
counseling, perhaps in an even better form than the rating 
scale, Its best features are its adaptability as an aid 
to individual development, and its greater consistency than 
rating scales, 


The preferential check list, or forced-choice, system 
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consists of groups of statements. From each group, the 
rater must choose the one statement which best describes 
the ratee and the one statement which least describes him, 
Usually, there are an equal number of favoreble and unfa- 
vorable statements, but only one of the favorable anc one 
of the unfavorable statements are critical, that is, af- 
fects the rating. The statements considered critical have 
been found, by statistical analysis, to discriminate be- 
tween successful and unsuccessful persons, Those state- 
ments which do not affect the final rating are phrases fre- 
quently used in word descriptions, but seem to have no sig- 
nificance in differentiating the successful from the unsuc- 
eessful. The theory is, however, that the person who has 
not seen the statistical analysis will not be able to tell 
the critical from the non-critical statements. The forced- 
choice method has the advantage of eliminating rater bias, 
both intentional and unintentional. Thus, ratings are 
spread along the scale in accordance with actual ability 
rather than being bunched together cue to rater bias and/or 
error, 

The feature which make this method so accurate rela- 
tive to other methods, also makes it unpopular -- the se- 


crecy attached to the keys. The fact that the keys must be 


34 





te ae at eb! Te eyeNEE To éfelanes 
eer seme wet Cerete dee ot! ShORD Pome THAR 
+ abe eden ted C408! imase TrmetID? «we ae Dee endet oft 
atten tee aiteqere? to wedaue leene v6 oud red silent 
ie Ree Aare) wt) Se ONG Cine ft Coeennss efdeaev 
ta 09 Gente (Denke Poe Oe atcemeseis® eliewral en? To 
Wed CEbDORCS Sovebtemed eicenmtete wel cae wat eser 
ee ee 
ere Gees Janmeves SeTestaueum om |) leeeener weet 


28) Seaeedy ee ESSN Lat) oe JouvTte can oD dctde eater 


.gh0 to ores Of me ore Lermbieltect Sew af Does ql enone 
owtee wh? SOUT LE neous Off yeh ralonwinl ine at soaeectte 
ne OOF Goeree ee satr .ceeewe’ ef reves ony jie lane 
1 Bet of wide w8 the ite cinyghens loolopiins: ey anne aor 
Sdeocot sar .cunemetass TecLetec mar. Sat Got) Levetiae wnt 
tak? csder gubtanint© + Yo ayateVbe te aust bodtee op pedo 
eee oemeeet ey. Lagaseuetniow Ene faetoumenc mtod 
wifes ant TET SN 0) Mtn) TR8HOOs EMones ated mete euteen 
™ tees 

~~ <elee G7IAwOLs OF COlime 160) wee Keath rata we 
—oe eas ~ Gelegogw C2 eedmee cals chatees tative oF evi 
Wl Veer ies Ol ded? fact wT ats! ol Ot Seteetls Worse 


kept secret if all rater bias is to be eliminated, smacks 
of something underhanded to those who use the system. 
Many, if not all, raters like to think of themselves as 
fair and unbiased, Furthermore, there is a desire to know 
what kind of a rating one is fashioning for a subordinate 
and with this type that is impossible, Likewise, it is 
impossible to use the completed form as an aid when counsel- 
ing. This may be overcome by using a trait list in addition 
to the forced-choice. But, how can one be sure that the 
advice given will, if followed, improve the man's rating? 
Statisticians have proven to their own satisfaction that, 
if the rater marks the forced-choice statements sincerely 
and truthfully, a true picture of the ratee will have been 
painted. All that remains is to convince those who deal 
with the method, rater and ratee, that it is fair and it 
will be fully accepted, Due to the expense involved in its 
development, it is not suitable for a small establishment. 
From the advantages listed for each type of merit 
rating it is now possible to summarize the plans which will 


probably best eccomplish various specific objectives. 


1 Rating Employee and Supervisory Performance, Edited 


by M. Joseph Dooher and Vivienne Marquis, New York: AMA, 
1950. p. 42. 
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OBJECTIVES VERSUS MERIT RATING PLANS: 

It must be recognized that it is impossible to state 
Gefinitely that one or another of the various merit rating 
systems is the best for any purpose. However, the general- 
izations made below, if taken as just that, will give an 
indication of what to expect with each type. Many consid- 
erations enter the picture, such as time and effort re- 
quired and the need for the system to serve several pur- 
poses, Whatever advantage a particular system may have 
for serving one purpose may be outweighed by its disad- 
vantages relative to other purposes, 

1. High Accuracy 


a. Weighted Check List 


b. Foreed-Choice~ 
ec. Paired Comparison” 


a, Rank-Order” 





. The Personnel Handbook, op. cit., p. 323. 


suitable for obtaining performance relative to other 
persons or relative to a standard, 


3 
others, 


Sultable for obtaining performance relative to 
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Aiding in Individual Development 

a. Rating Scale with Comments 

b. Weighted Check List 

For Test Validations -- Comparison Systems 
Por Rating a Small Number of Persons 

@. Rating Scales 

b. Rank-Order 

For Best Chance of Consistency? 
a. Comparison Systems 


db. Weighted Check List 


the final analysis, the best system for a situation 


will be the merit rating plan specifically designed for 


that situation. 
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Personnel Handbook, op. cit., p. 325 
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CHAPTER IV 


CAUTIONS, DANGERS AND PRINCIPLES 
OF MERIT RATING 

THE RATER 

As stated previously, merit rating is not a measure of 
performance, It obtains opinions only. Therefore, it cannot 
be considered as a precise method. It consists of many va- 
riables among which the rater is the greatest of them ali.- 
He can make a rating program operate with reasonable con- 
sistency, or he can make the very best plan operate inac- 
curately. The latter is by far the easier course to follow, 

At times, the rating system may have inherent faults 
which cause errors. It may, for instance, not contain the 
traits that are required for the job under consideration, 
or the trait degrees may not be adequately described. As- 


suming that these faults are eliminated, the rater may be 


afflicted with one or a combination of the following: 





Knowles and Thomson list the primary sources of 
danger in any rating program as (1) the rater himself, 
{2) the rating form, (3) frequency of making ratings, (4) 
secrecy of results, and (5) lack of understanding. 

Asa S. Knowles and Robert D. Thomson. Management 
of Manpower, New York: MacMillen, 1943. p. 162, 
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1. Halo Effect - the tendency to rate an individual 
rather consistently high, average, or low on each of the 
various traits depending on the rater's over-all impression 
ef the individual. Halo effect may or may not be entirely 
the fault of the rater. If considerable overlapping exists 
between traits, the error may be impossible for the rater 
to correct,* 

2. Constant Error - this type of error has been de- 
scribed variously as central tendency, lack of spread, dif- 
ferent standards, systematic error, ete. The basic result 
of all these errors is that the entire rating scale is not 
utilized, The good rater adequately distinguishes among 
the various ratees by using the full scale. The not-so-good 


raters are more apt to mark consistently high, but some 


also mark consistently low, or mark everybody average -- 





. The Personnel Handbook cites an example in which 
judgment and personality varied directly with production -- 
an unusual phenomenon, if true, This condition is fre- 
quently found in completed ratings. 

Personnel Hendbook, op. cit., p. 285. 


2 


Dale Yoder, Personnel Management and Industrial 
Relations, Wew York: Prentice-Hall, 1949, pop. 345. 
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no very high nor very low marks ,~ 


3. Inconsistency - unless the rater is consistent in 
his ratings, nothing of value can be obtained from them. 
He may be inconsistent with himself --~ a difference in con- 
secutive ratings on the same man not justified by changed 
behavior, or he may be inconsistent with other raters who 
rate the same man. The first step is to train the rater 
to be consistent on consecutive ratings. When that has 
been accomplished, set about correcting his inconsistency 
with other raters, This 18 accomplished by comparizon be- 
tween successive ratings of the same individual by the 


2 Inconsist- 


same rater as well as by different raters. 
eney because of the rater's lack of ability can be cor- 


rected somewhat by training. Allowance for any remaining 





. Yoder describes the inclination of a rater to keep 
away from the extremes as central tendency, and a consist- 
ent tendency to over or under rate as a systematic error, 

Yoder, Op. elit., pP. 345, 348, 


® As a matter of practice, more than one rater should 

rate an individual, provided more than one rater has oppor~ 
tunity to observe the ratee's performance on the job. 
| Mary Harper Wortham. “Rating of Supervisors, 
Industrial Relations Section, California Institute of Tech- 
nology, Bulletin No. 113, p. 31. 

Yoder, op. cit., Dp. 339. 

Benge, op. cit., p. 54, item 7. 


4Q 





3s 
ee me ete od Cwey Son pet Tuev oo 
ah Anetatnge 42 Sere? O08 Genlos ~ Rowetmamons .f 
A TD Remkesda 42 nes eley Ww anheton .REnt het ati 
pee OE SEOWESTIZE 6 —~ VLemets SW2W WesPaLeWeens @¢ Cae eel 
Ree We ReENE OR, be) mom ened wt mo mentdet eviewiee 
ee eo 
ee ee 
AO NP om. WNLee STLaDeRADS “e EREtgLaMOS oO Of 
i etekerent aid gudésetio: svoce yor lowell quooor meee 
| od eceeeo® &* Neneligamens 02 Ait. eget, rote citen 
ett gt Semebwlbed weer wil 16 ape ttet evicnmnws eeu 
statarmenk “eww had sesyetth> Et A Chew ae oes omme 
eh Ome WARLede lo Acad sf warcy eis Ty ameesed yee 
PURINE WOE OL ROMMEDIIA LsuGiwe!l y¥ deriwemoe Oxdver 


= => —_—_ 


See bY estan 2 So attentions wis sevtteuest exter * 
-almrol & Ste 2 OUT ae MA a Yow 
| < Sharer 





SE————<—<—-— 












ve A ae ; 
, y TS 
Vales Intepoutor 
adore 












5 gam 
‘ - anet 








constant error between raters can be made by applying a 
correction factor,> 
Besides training to improve the rater, various other 
suggestions have been mede for helping the rater improve 
his own performance. One suggestion is to have the ratee 
complete a rating on himself and then, as part of the de- 
velopment program, rater and ratee discuss both reports -- 
the one by the rater and also the one mace on himself by 
the ratee ,~ This discussion between rater and ratee not 
only forces the rater to make more sincere judgments, but 
also will make it easier for him to do @ good counseling 
job. Another suggestion for aoeteting the rater is to have 
him justify each trait degree selected by a specific com- 


ment on the rating form.~ Some favor a surmarization of 





For a discussion on how to compute correction fac- 
ters see: Wortham, op. cit., p. 25. 

The Personnel Handbook, op. cit., pp. 326, 329, 332. 

Rati Employee and S$ rvisory Performance, op, 
cit., pp. 56-156, 


. Ewing W. Reilley and Bernard J, Muller-Thym, "Ex- 
ecutive Development Today for Increased Profits Tomorrow, ” 
Personnel, AMA, Vol, 24, No. 6, May 1948, p. 407. 






Yoder, op. cit., pp. 330, 336. 
A sample form which incorporates comments to justify 
each trait degree has been reproduced in Appendix B, 
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1 


the overall value of the ratee to the organization. Either 


of these last two recommendations tend to make the completed 
rating more objective, provided the comments are in opera- 
tional terms, that is ~- statements of fact rather than 
opinions or beliefs.” Users of merit rating must have 
faith that raters can eventually be trained to adopt common 
standards ,~ 
VALIDITY 

Validity relates to the extent to which ratings ede- 
quately differentiate among individuals ina group in terms 
of actual job performance or potential. Inaccuracies in 
this respect may be caused by an inadequate system or an 
untrained rater, Suggestions for improving both conditions 
have been discussed previously, In addition to training to 
reduce rater errors, it has been found that a properly de- 


signed rating form can be of great assistance in avoiding 


See copies of the Navy Fitness Reports ~- Ap- 
pendices C, D, E, and F, for some samples where summariza- 
tion of overall value to the organization is required, 


2 §, C. Webster, A, Winn, and J, A. Oliver, "Case 
Study of Merit Rating Forms: Simplification and Reduction 
of Traits for Raters," Personnel, AMA, Vol, 27, No. 5, 
March 1951. p. 415. 


Wortham, op. cit.. p. 26. 
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them. These will be discussed in the following section. 

One way to test for validity is to compare the com- 
pleted merit rating for an individual with some objective 
measure of that individual's job performance, This is pos- 
sible only if the performance records are available and are 
truly representative of average performance, 
RATING FORM DESIGN 

The merit rating form should not look complex to the 
rater. Any mathematics involved in deriving a final index 
should not be placed on the forms, Such details can be 
handled better by the personnel department, or similar or- 


ganization, upon completion of ratings. 





1 Randolph S. Driver of the Atlantic Refining Company, 
lists the following methods which he says have been used 
with varying success to determine validity: 

(1) Comparison with some direct measurement of perform- 
ance, 1, e., production records, etc, 

(2) Comparison with psychological tests purporting to 
measure the same ability. 

(3) Comparison with work samples, 

(4) Analysis of distribution of results. 

(5) Analysis to determine the presence or absence of 
"halo effect," 

(6) Follow-up procedures, A study of past records ver- 
sus actual performence of an individual. 

(7) Miscellaneous methods. 

Mr, Driver feels that methods (1) and (6) have the 
best chance of being helpful at this time, 


Rating Employee and Supervisory Performance, op. 
ei es pp. = >. 


Ee 


43 







ARR MAREE BA8 BL bamauiconih pa Lise Semele mt 
RO FIRED oh AA rine wad aT or nEe emt 





| + wr excoumilsoa ( 
ty weds (8) hae (0) eswe\ noes <8 : 
ase alas Tose gered Wo somatic samt 
oH ERURASTONS eas vtrge ou ery laut agtsat 


‘97> . dfs 


In addition, there are features, which, if incorporated 
in the form, would tend to reduce errors. However, they also 
tend to increase the complexity of the form, The relative 
adventages and disadvantages must be weighed by the user. 
They include the following: 

1. Arrange the form so that ail persons are rated one 
trait at a time in order to counteract "halo effect." 

2. Vary the position of the high and low trait de- 
gree descriptions. This forces the rater to read each 
trait degree carefully, rather than checking each trait ap- 
proximately in a vertical line based on the halo effect of 
a few traits, or because of inherent rater tendency. 

3. Indicate on the form the approximate percentage of 
any group that would normally be expected to have each de- 
gree of any trait. (Forced Distribution) 

4, Provide space beside each trait degree so that 
rater can justify with comment the judgment mace in each 
ease. 

5. Provide space for the rater to summarize his opin- 
ion of the overall worth of the man to the organization. 
This word picture should specifically touch on the strong 
points, shortcomings, corrective action recommended, suit- 
ability for promotion, training recommended, etc. Search- 
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ing questions can be provided to draw out the type of in- 
formation desired, 


PRINCIPLES OF MBRIT RATING™ 


Based on phases of merit rating discussed so far in 
this study, some principles can be derived and will be 
stated herewith: 

1, The merit rating program used must be tailor-made 
for the particular circumstances in which it is to function, 
There is no one best merit rating system for all situations. 

2. Merit rating programs should be designed to serve 
specific objectives. Do not attempt to obtain answers from 
the program which it has not been equipped to give. 

3. Know the disadvantages inherent in the types used, 


Realization of the disadvantages enables the user to take 


precautions, If more than one purpose is to be served, a 





For further discussion of principles, see also: 

Walter Dill Scott, Robert C. Clothier and Wiliiam 
R, Spriegel. Personnel Management. New York: McCraw-Hill, 
1949. PP. 203, e 5-207. 

Knowles and Thomson, op, cit., 146-151, 155, 158, 
160-162, 

Rating Employees and Supervisory Performance, op, 
elt. F p e 19 ® 

Paul Pigors and Charles A, Myers. Personnel Admin- 
istration, New York: MeGraw-Hill, 1947. pp. 172-174. 

Michael J. Jucius, Personnel Management, Chicago: 
Irwin, 1951. pp. 255-259. 
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combination of types may be required. This entails accept- 
ing an increasing number of disadvantages. 

4, Do not expect exact answers from merit rating. It 
is an inexact method at best, depending on opinions about 
people rather than some direct measurement of their perfornm- 
ance or personality. 

5. Evaluate the job for which the individual is being 
rated. Without a job evaluation, there is no basis for de- 
termining which traits are applicable, nor any basis for 
insuring that all raters are using the same standards. 

G6. Behaviors and traits must be observable. 

7. Traits and behaviors rated must be those related 
%o performance on the job under consiceration, whether it 
be present or future, No irrelevant traits should be 
listed, In the case of check list methods, the statements 
must apply. When comparison systems are used, the rater 
must take into account what constitutes overall job per- 
formance, 

8. Avoid overlapping traits. Reduce number of traits 
until there is a real distinction between each of them. 

9. The merit rating plan must have the whole-hearted 
Support of top level management. 

10, The program nust be accepted by all hands involved 
46 
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other than top management, The goal to be aimed for is 
whole-hearted support by the entire organization, but the 
essential minimum for success is acceptance, 

il, Raters must be educated in its purpose and trained 
in its use. They must understand the what and why, as well 
as the how of the merit rating program being used, 

12. Ratees must understand the purpose of the merit 
rating program and its advantages to them in fairness, less 
favoritism, ete, 

13. Rater must know the man he rates. Each ratee should 
be rated by at least two raters if possible, However, rat- 
ers must be limited to those who can and do actually ob- 
serve the performance of the ratee,1 

14, Completed merit ratings should be comparable. 
Successive ratings on the same individual must be consist- 
ent, whether marked by the same rater or not. Also ratings 
of a person in one area should be comparable with ratings 


of another individual in a different area, if both are being 


- The rater may receive reports on a particular phase 
of the ratee's performance from an observer, but it is up to 
the man who knows him to correlate such bits of information 
and come up with a final rating. In this example, the rater 
might not actually observe every performance, but he ob- 
serves most of then. 
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considered for the same job. 

15. Traits and trait degrees must mean the same thing 
to each rater. Wording should be such that the rater can 
visualize which acts constitute a specific trait degree, 
Descriptions should be as objective as possible, 

16. Discuss the rating with person rated. The com- 
pleted rating should be in such form that it can be shown 


1 pue to the nature of 


to and discussed with the ratee, 
the forced-choice type, it should be supplemented with a 
trait list to abide by this principle, 

17. Limit dissemination of completed ratings to the 
ratee and those in management who need to know, Otherwise, 
keep material confidential, Confidence in the fairness of 
the merit rating program will be improved thereby. 

18, Cheek and review completed forms for rater con- 
SBistency, rater errors, and to maintain continuous evalua- 
tion of the ratees, This should be done by a central 
agency. 

19. Continuously evaluate the program for improve- 


ments. This includes improvement in form design, descrip- 





1 Probably the most valuable by-product of the merit 
rating systems is the opportunity afforded those rated to 
find out what others think of their ability, so that they 
may continue to improve themselves, 
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tions, ete, 

20. Publicize achievements of merit rating plan in or- 
der to increase confidence in and acceptance of the program, 
In this way its effectiveness and worthwhileness in terms of 


effort and cost will be evident, 
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CHAPTER V 


THE NAVY FITNESS REPORT 


HIstory? 


Toward the end of the last century, the Navy Depart- 
ment became aware of the need for evaluating naval of- 
ficers in a manner which would facilitate the comparison 
of officers in each grade as a basis for administrative 
actions, such as detail and selection for promotion. In 
1891 a "Report on the Fitness of Officers" was published 


e This report provided a means for com- 


for service use, 
manding officers to comment on characteristics important 
to the effectiveness of the officer being reported on. 
These characteristics were listed as (1) ability to com- 
mand, (2) manner of performing duties, (3) general conduct, 
(4) sobriety, (5) health, and (6) condition and efficiency 
of command, It provided that any special duty to which 


the officer had been assigned be indicated along with a 





From data furnished by the Bureau of Naval Per- 
sonnel, Washington, D. C. 


A copy of this form is reproduced -- Appendix C, 
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atatement of how well this duty had been performed, Also 
provided on the form was space for the commanding officer 
to make any remarks which he felt important toward assist- 
ing in the officer's complete evaluation, 

This form underwent a complete revision in 1912. The 
number of characteristics to be considered was increased 
and it was required that reporting officers evaluate of- 
ficers on a 0 to 4,0 scale. Since then several revisions 
have taken place. 
REVISING A FITNESS REPORT 

The methods by which fitness report forms are created 
are many and varied, The form revised in August 1943 


(Appendix G) was evolved by the introduction of changes 





sample forms in Appendices as follows; 

Report on the Fitness of Officers (April, 1923) 

~ Report on the Fitness of Officers (July, 1928) 

- Report on the Pitness of Officers (Sept., 1930) 

Report on the Fitness of Officers (Revised 8/43) 

- Officer's Fitness Report (Revised 6/45) 

- Report on the Fitness of Officers (Revised 3/51) 

- Officer's Fitness Report, USMC (Revised 7/50) 

- Chief and Pirst Class Petty officer Evaluetion 
Sheet (New 12/49) 

These are by no means all the revisions that have taken 
place. They do indicate the efforts being made by the Armed 
Services to correct deficiencies when they appear, and to 
overcome rater errors by changing the form design from time 
to time, 
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shown necessary by continued usage. As needs for more in- 
formation arose, additional items were added until the form 
became so cumbersome that it could no longer be used, It 
was then streamlined and the growing process started again. 
The 1943 revision was made by a group of industrial person- 
nel experts on duty in the Navy. It was engineered to meet 
the specific needs of selection and detail. 

The latest form in use (Appendix I) resulted from a 
study of all contemporary forms and those used in the past, 
This study included the Army form, the Air Force form, the 
Marine Corps form, and all previous Navy forms. The re- 
sults obtained from each were carefully considered. The 
study indicated that, however imperfect they might have 
been, the results obtained from the old Navy form (Appen- 
dix G) were the most satisfactory. The most recent form 
(Appendix I) is simply a reengineering of the older form 
with the items that were not being used eliminated. Some 
of the detailed instructions formerly issued with the older 
forms were purposely omitted because it was thought that 
fewer injustices would result if each reporting senior were 
permitted to use his own judgment in painting thre desired 
picture of his junior's performance, 

It has been found that the task of revising the fitness 
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report form is complicatec by many factors. Some of these 
are indicated below: 

1. The individual, and often conflicting, ideas of 
numerous naval officers must be consolidated into a repre- 
sentative form which will be acceptable to the service and 
administratively feasible. 

2. Changing conditions in the Navy require emphasis 
on new developments. There is often a tendency to let the 
new material added get out of balance with the fundamental 
material desired in such a report. 

3. Each new form and system has eliminated some of 
the disadvantages of the preceding system, but has also in- 
troduced new abuses and troubles which were not apparent 
in the previous form. 

4, The strong feeling of fellowship among naval of- 
ficers and the necessity to maintain morale results in the 
majority of officers being rated in the top ten per cent 
of their grade. Obviously, in any grade seventy per cent 
of the officers cannot be in the top ten per cent, but 
with the system in effect in 1950, this was apparently 
the case if one could believe the rating section of the 
fitness reports. 

5. Test runs were made where the marks had no bearing 
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on the career of the officer concerned. Under these con- 
ditions results were generally valid. When the rating form 
was actually put into use, however, the marks were higher 
than in the test run and, from past experience, they usual- 
ly continue to become still higher. 

6. There is a natural reluctance on the part of re- 
porting seniors, or on the part of most other individuals 
for that matter, to make unfavorable comment on their sub- 
ordinates for official purposes, 

7. There should be some continuity of any new form 
with previous forms if any continuous evaluation is to be 
made from the complete fitness report file, 

A study of the reports submitted in all previous Navy 
systems indicated that while check marks assigned in the 
various categories tended to be concentrated in either the 
topmost or bottom brackets, the comments were generally 
more constrained, For this reason users of fitness reports 
have come to rely on the comment section rather than the 
numerical marks. It is believed, therefore, that improve- 
ments can best be gained by simplifying the nwmerical sec- 
tions and retaining the comment section. 

Prebably the hardest task connected with any revision 


is to implement the use of the new fitness report form in 
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a way which will secure and maintain the wholehearted coop- 
eration of the reporting seniors, 
FEATURES OF THE CURRENT FITNESS REPORT 

The current Navy fitness report? ineludes the follow- 
ing features: 

(1) There is incorporated a list of traits with a de- 
finition of what each is meant to convey to the rater. 
There are four degrees of each trait, plus a column to be 
used when the trait has not been observed. Three of the 
cderrees have a description stated in operational terms, 
while the fourth degree is labelled "Unsatisfactory" with 
no additional description, The trait degrees are further 
divided into two equal boxes to represent a higher or lower 
amount of that degree, In all, there are thirteen traits 
to be rated, This type rating form can be described as a 
multiple-step rating scale, 

(2) It is mandatory that the completed report be shown 
the ratee if there are any unfavorable comments, A space 
has been provided in which the rater must indicate whether 


the report has been shown te the ratee and what, if any, 





1 A copy of the latest fitness report has been in- 
eluded as Appendix I, 
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improvement has been noted, 

(3) There is included an additional report on current 
performance. Each of the performance items must be graded 
by a numerical mark on a scale of 0.0 to 4.0. A mark be- 
low 2.5, in any of the nine spaces provided, constitutes an 
unfavorable entry and requires that the report be shown to 
the ratee, 

(4) There are two critical statements that must be 
answered by the rater -- what he thinks of the particular 
officer in respect to others of the same rank and approxin- 
ate service, and a statement of how anxious the rater would 
be to have the ratee under his command in time of war, 

(5) Another feature that is critically examined by se- 
lection boards is the comment section of the report, It is 
in this section that the rater must make an appraisal of 
the ratee., This space cannot be left blank, 

(6) Space for certain administrative information is 
also provided. This additional data includes such things 
as length of present tour of duty, various duties assigned 
during the period of the report, reference to any commend- 
able or adverse reports concerning the ratee during the 


period, etc, 
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PURPOSE 
The purpose of the fitness report is to provide for 


1 of all 


each officer a complete and continuous record 
time spent in an active duty status, The record must be 

in sufficient detail to permit assignment to tasks for 
which best qualified or to those in which additional train- 
ing is needed (depending on the objective which best meets 
the current needs of the United States). It should also 
permit a selection board to obtain a sufficiently accurate 
picture of the officer to arrive at a valid decision con- 
cerning his qualification for selection without the neces- 
sity of calling him before the board in person, From time 
to time, various other information is required on the fit- 
ness report in an attempt to gather everything in one re- 
port instead of requiring several administrative reports, 
While this method has merit in reducing the number of re- 
ports, it tends to make the completed fitness report unduly 
long and time-consuming for the rater to complete. For 
that reason, there is a continual shifting between longer 


and shorter forms, i.e., attempts to delete information 





The complete fitness report file on each officer 
is maintained in the Bureau of Neval Personnel, Washington, 
D. C. 
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that is no longer needed versus the desire for other in- 
formation which it appears advisable to obtain, 
WEIGHT GIVEN FITNESS REPORTS IN SELECTION FOR PROMOTION 





The fitness report is the primary document on which 
all promotions and details are based, However, the exact 
weight given an officer's fitness report by any particular 
selection board when considering him for promotion is inde- 
terminable, The precept for any selection is very broad. 
It simply asks the board to select from the officers elig- 
ible the ones that the board considers to be the best fitted 
for promotion, The number to be selected is set forth in 
the precept. Therefore, other factors such as professional 
reputations, qualifications for specific jobs, record in 
combat, etec., all enter into the picture and the weight 
accorded each factor is a decision that each board must 
make for itself, 

The information furnished the selection board is that 
contained in the fitness report jacket, the selection board 


jacket, material concerning the officer which is held by 


See Appendix L for sample precept convening a se- 
lection board appointed to select line officers for pro- 
motion to Rear Admiral. 
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the Judge Advocate General, and the medical record for each 
individual eligible for consideration.? 

Quite naturally, the service reputation of the officer 
under consideration and the personal knowledge that board 
members may have relative to any circumstances incident to 
an unusual fitness report are considered in addition to the 
written records. 

The fitness report carries major weight in the selec- 
tion board's determination in the case of junior officers, 
As the prospective selectees become more senior, the fitness 
report carries less and less weight relative to other fac- 
tors, 

As the service reputation of the senior officers is 
better known and because the fewer prospects to be consid- 
ered by the more senior boards permits more time for con- 
Sideration of each individual, these factors have an in- 
creasingly greater influence in the selection of senior of- 


ficers than in the selection of junior officers. 





The selection board jacket contains a recent photo- 
graph, information on background -~ both prior to naval ser- 
vice and in service, citations, awards, discipline, and 
miscellaneous correspondence, The material from the Judge 
Advocate General's office will contain records of courts, 
investigations, etc., if any. 
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CHAPTER VI 


MERIT RATING IN INDUSTRY 


As stated in Chapter II, merit rating in industry got 
its first real impetus in the United States shortly after 
World War I. This was largely, if not entirely, — the 
experimentation conducted by the U. 8S. Army, The U. S. Civ- 
il Service had also been using merit rating fer some time 
(since 1910); but most companies that adopted merit rating 
plans probably started with a form of the Army system. Each 
company gradually modified the plan to suit individual 
needs, In 1926, Mr. John W. Dalzell, of the Ferro-Concrete 
Company, estimated that most companies had gotten away from 
the Army rating system by thet date, 

Industry's approach to merit rating has been to develop 
@ plan which can be used primarily at the worker anc first 
line supervisory levels. There is relatively little evidence 
of its utilization in administrative management, as is the 


case in the Navy. Rather, the emphasis in industry's upper 


operative and ail administrative levels is on training plans 





1 Harvey G. Ellerd. “Rating Supervisors,” Preduction 
Executives Series No, 42, AMA, 1926. p. li, 
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designed to give the executive an overall grasp of the or- 
ganization. Some of the training plans currently in favor 
are: (1) job rotation, (2) participation in high level de- 
eisions through management boards or committees} (3) some 
role playing (but usually at the lower supervisory levels), 
and (4) utilization of special celleze training programs 
(case study methods, etc.). Actual selection for promotion 
within these levels seems to be by favorable recommendation 
of the immediate superior, and by approval of the Board of 
Directors if the promotion is to a position of top level 
responsibility. 

Where the situation is such that those in top manage- 
ment know all prospective promotees in the organization who 
will be ready for top level pillets within the next several 
years, it is probably absurd to go through the mechanics of 
merit rating to aid in the final selection of the promotee 
when @ vacancy occurs. In these instances, all-around train- 
ing, followed by designating understudies, might be a more 
realistic and satisfactory approach. This will apply to 


most concerns until they grow to several times their present 





Charles Perry McCormick. The Power of Feople,. New 
York: Harper and Brothers. 1949. 136 pp, 
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sizes, 

In the larger industriel enterprises, this line of 
reasoning should not be followed, Surely, concerns com- 
prised of many establishments must have great difficulty 
trying to compare possible promotees to top manasement. 
Their possible sources would include administrative exec- 
utives located all over the United States and also, perhaps, 
in other parts of the world, In such cases, a form of mer- 
it rating would seem to be an answer to the problem. How- 
ever, within the libraries at the Ohlo State University, 
no concerete evidence of the use of merit rating to select 
executives for promotion to the top management level has 
been found. There is plenty of evidence that industry is 
pretty well sold on the use of merit rating for employees 
through the supervisory level. Haisey gives indication that 
industry is also seriously considering the use of merit 
rating for higher executives when he says, 

"The chief executive of a nationwide business 
with a dozen or more stores or factories in differ- 
ent parts of the country needs a carefully designed 
rating form to heip him organize his thinking about 
the top-flight executives under his supervision, 
just as much as does the supervisor of twenty or 
twenty-five clerks or machine-tool operators -- 
probably more so, The importence of the decisions 
involved is so great that it is worth while to 


spend considerable time and effort in designing a 
Getailed form which is exactly applicable even 
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though there may be only a few persons to be 

rated, Such was the epinion of the chief ex- 

ecutive of a group of about twenty larce 

stores ..,"1 

The observation is herewith advanced that industry is 
alert to the possibilities of merit rating as an aid in se- 
lecting executives for all levels of management, but does 
not as yet actually make full use of it for that purpose, 
In an attempt to lend weight to this assumption, queries 
were sent to several concerns, The replies indicate util- 
ization of merit rating as follows: 
1. Johnson and Johnson have an executive rating form which 
seems to be quite adequate for its purpose, Utilization of 
the form is at the diseretion of each division head. Most 
of these men use the completed ratings in analyzing replace- 
ment and training needs, 
2. Goodyear Tire and Rubber Company also uses an executive 
merit rating system. They call it "Analysis of Employee 
Progress," These rating sheets are required for all field 
salary employees including store manegers, district sales 


supervisors, assistant district managers, district operating 


managers, ete. The ratings are required every six months, 


. Georze D, Haleey. Making and Using Industrial Ser- 
vice Ratings. New York: Harper and Brothers, 1944. p. 69, 
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Upon completion, they are reviewed by the Division Person- 
nel Manasers and then forwarded to the central personnel 
agency for analysis and file, The rater must appraise the 
employee being considered and rate him in one of the follow- 
ing categories: "A" - Employee doing very acceptable job 
on present position and ready for immediate advancement; 
"A(-)" - Employee satisfactory, shows prenisé, weil be 
ready for advancement within one year; "B(+)" - Acceptable 
but not ready for advancement; "B" - may qualify for pres- 
ent job but definitely needs assistance of superior to re- 
tain job; "C" ~- To be replaced immediately. 

Both of the above executive rating programs are good 
examples of the possibilities of merit rating. They could 
be integrated very easily into a plan of executive inven- 
tory control. From the description furnished with the 


forms, it appears that, even with these forms, there is no 





4 Executive Inventory Control is a method of estab- 
lishing executive reserves now used by several companies, 
It is basically an analysis of the potential of the exec- 
utives on hand and the development therefrom of a replace- 
ment table (or chart) for all or some of the executive posi- 
tions in the organization. 
N. G. Asbury. Personnel Administration at the Exec- 


utive Level. Annapolis, Md.: U.S.Naval Institute. 1948, Pp. 


3e- 3° 
H. W. Haight. “Case Studies in Executive Develop- 
ment: I1,* Personnel, AMA, Vol. 27, No. 1, July 1950. p. 23. 
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attempt to carry a merit rating above the operative 
management level. To validate thie opinion would require a 
better knowledge of the make-up of the jobs for which ratings 
are required, However, it is not too great a step from rat- 
ing operative executives to its application for administra- 
tive executives also. 

An additional consideration is the fact that many in- 
dustrial executives of top management caliber are brought 
into the organization from other sources, rather than pro-~ 
moted from within, A merit rating program would probably 
be of less value than other available methods for determin- 
ing which of several executives outside the organization 
would be best. Likewise, it would be of little help when 
comparing available talent within and without the establish- 
ment, If, by some sort of common agreement among indus- 
trialists, 1t becomes socially unacceptable to pirate exec- 
utive talent from other concerns, perhaps there could be 
some cooperation in making available the ratings of execu- 
tives who are in excess of the needs of one coneern to other 


concerns that do need such executives, 
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CHAPTER VII 


COMPARISON OF NAVAL AND INDUSTRIAL 





Although industry has not yet begun fully to utilize 
merit rating at the top administrative level, it has made 
great strides in developing its use at the worker and lower 
supervisory levels, It was through study of the writings 
of many industrial users of merit rating that the princi- 
ples given in Chapter IV were evolved, On the other hand, 
whereas records show that the Navy has used merit rating 
for at least sixty years, the system used for the petty of- 
ficers (supervisory personnel) and other enlisted men has, 
until very recently, been of a very simple type. The first 
advance of any significance was the introduction in 1949 of 
the "Chief and First Class Petty Officer Evaluation Sheet" 
(Appendix K). The Navy, then, has been working for better 
merit rating for executives above the first line supervis- 
or, while industry has been improving merit rating for first. 
line supervisors and below, It may be a propitious time 
for industry and the Navy to study the advances accomplished 
by each other, 


There is e distinct difference in the problems facing 
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industry and the Navy in the preparation of top level exec- 
utives. Although both follow the basic administrative prin- 
ciples in the running of their organizations, industrial 
leaders are not required to have an additional highly spec- 
jalized knowledge at that (top) level./ ‘The naval top line 
executive must. in addition to his administrative ability, 
have knowledge of the sea -- on, over, and under, He must 
know the limitations of his equipment, have an insight into 
strategy and tactics that an enemy might decide to use and 
be able to originate and execute a counter plan to combat 
it, ete,, etc. For this reason, it is seldom possible to 
bring in outside executives to [111 top naval line billets, 
whereas a top level executive in industry frequently is 
brought into the business organization at that level. fhe 
special knowledge of a senior naval line officer is not sim- 
ilar to any other occupation, whereas administrative know- 


ledge picked up in one concern may be just as applicable in 





Industrial executives ready for general administra- 
tive responsibilities will require a high order of intelli- 
gence, a broad background and experience, considerable matur- 
ity, and a broad point of view. Some practical experience 
is always valuable, but specific practical experience is 
less important here than it is for a staff or operative ex- 
ecutive, 


Ralph C, Davis. Industrial Organization and Manarge- 
ment. New York: Harper and Brothers, 1940. p. 36. 
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another concern dealing in an altogether different preduct,! 


In fact, a considerable number of retired fiag officers from 
the various armed forces have been holding down top level 
civilian jobs with evident success, This seems to bear out 
the theory that the principles of top management are similar 
wherever found and that general, rather than specific, tech- 
nical competence is required of the top management executive 
in industry. 

To insure that sufficient talent will be available when 
needed, each naval officer receives continuous training as 
he advances in rank. Industry has not been so persistent in 
its executive training programs. For one thing, executives 
in industry are more apt to move from one concern to another, 
whereas the number of U. S. Navies available to a naval of- 


ficer are distinctly limited, Industry has found that pick- 





Fayol recognized that most of the qualities and know- 
ledge Gesirable in a higher manacer are the same in any field, 
He listed the following: (1) health and physical vigor, (2) 
intelligence and mental vigor, (3) moral qualities, (4) sound 
general education. (5) managerial ability, (6) general know- 
ledge of all essential functions, and (7) competence in spec- 
jalized activity of the organization. Commenting further on 
these desirable qualities, hemys, "The individual, commer- 
efeal, political, military, and religious leaders of compar-~ 
able rank are alike as far as the first six categories go, 
and differ only in the matter of specialized activity char- 
acteristio of the enterprise.” But he says further that gen- 
eral abilities carry an executive to the forefront after his 
technical ability brings attention, 

Henri Fayol. General and Industrial Management, Trans- 
lated by Constance Storrs, New York: Pitman, 1949, pp. 73-74. 
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ing an executive for further training, such as by the use 
of an understudy method, may tend to discourage others not 
30 selected. Furthermore, the selectee himself may become 
discouraged if he must wait too long for the expected ad- 
vancement. Mandell points out that in the Armed Services 


the dangers of early selection are reduced by a number of 


factors. . 


1. Graduates of military, naval, and Coast Guard acad- 
emies who are not suiteble for higher executive positions 
ean fulfill their careers by high quality work in technical 


or supervisory jobs. 
2. The Services provide extensive training and devel- 


opment opportunities which compensate for the initial handi- 
caps of some persons, The training and development pro- 


gram is @ continuous one, whereas in civilian life 


1 ead says, "Many a potential top administrator is 
lost to his best effectiveness by delays (for whatever reas- 
on) in giving him the chance to measure his talents against 
greater responsibilities.” 

Ordway Tead, The Art of Administration. New York: 
McGraw-Hill, 1951. Pp. 204, — 

Freeman and Taylor sum up their concept of the argu- 
ment against prior selection of executives in industry as 
follows: (1) By survival of the fittest, there will always be 
some man ready to step into any situation when it arises. 
(2) Personal capacities cannot be measured outside the situa- 
tion where it is actually used. (3) Errors in selection can 
be virtually eliminated by pirating proven talent. Leader- 
ship demonstrated in rival or related firms can be paid to 
serve new masters. 

G. L. Freeman and E. K, Taylor. How to Pick Leaders, 
New York: Funk & Wagnells in association with Modern Indus- 
try Magazine, 1950. »o,. 4. 


@ Milton M, Mandell, “Problems in Executive Selee- 
tion,” Advanced menpenens, March 1952. pp. 17-18. 
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executive training programs tend to be of too brief dura- 
tion. 

3. The selection process in the Armed Forces is such 
that a greater proportion of potential executives will be 
produced than in civilian life. 

As stated previously, the number of executives in an 
industrial establishment who are being considered for promo- 
tion to top level responsibilities will, except in the larg- 
er organizations, be relatively smell. In such cases, all 
promotable executives will be known personally by their 
seniors, There is, therefore, no reason in the small con- 
cerns for a merit rating system to help the top managers 
decide which executive tc promote, 

The larger concerns, on the other hand, have much the 
same problem in selecting the beat executives for promotion 
to top management as that present in the Navy. Writers on 
the subject recommend a span of executive supervision be- 
tween three and nine or ten for the average top level exec- 
utive,? These are recommended figures which are often ex- 
ceeded. It appears possible, in ease the top executive 


Ralph C, Devis. The Fundamentals of Top Management. 


New York: Harper and Brothers, 1951. pp. 272-276. 
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vacates his job, that some or all of his immediate subor- 
Ginetes will be considered for the position, With the pos- 
sibility of as many ez a dozen candidates (or more) for a 
top level position, merit rating could certainly aid in the 
final selection. 

In the Navy each year, one cut of approximately thir- 
ty-s1x eligible Captains must be selected to £111 each top 


, It has long been recognized 


2 


level (flag rank) vacancy, 
that this selection is a very serious matter, It has fur- 
ther been recognized that a merit rating system is needed 
to assist the Selection Board in making its decision. This 
aid is available in the fitness reports for each naval of- 
ficer. As pointed out in Chapter V, the fitness reports 


earry considerable weight, but other factors such as known 





1 in 1951, there were approximately 1470 Captains el- 
4gible for promotion from whieh number 36 were actually se- 
ected for promotion. 


' The following extract from the United States Naval 
Regulations and Naval Instructions, 1913, p. 74-I, is as 
applicable today as when it wes written: “The fitness of 
an officer for the service, with respect to promotion and 
assignment to duty, is determined by his record. Reports 
on fitness and special reports are decisive of the service 
eareer of the individual officer, and nave important in- 
fluence on the efficiency of the entire service. The 
preparation of these reports is, therefore, one of the most 
important and responsible duties of superior officers," 
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performance over the years of service will also carry con- 
siderable weight. Generally, a poor fitness report will 
cause the candidate to fail of selection. The reverse does 


not automatically hold true, however, 
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CHAPTER VIII 





EVALUATION OF FITNESS REPORT 


The Navy fitness report will be evaluated by compar- 
ing it against the features that seem to work best for in- 
dustrial users of merit rating. With this in mind, com- 
parison will be made with recommended form Gesign and also 
with the principles of merit rating. Both of these sub- 
jects were covered in some detail in Chapter IV. Therefore, 
recommendations will be considered in the same sequence as 
previously discussed, In each case, the recommendation 
will be restated, followed by comment as to whether the 
fitness report and recommendation seem to be in accord, 

A. Rating Form Design - & Comparison 

Ruting form should not look complex to the rater, 

The current fitness report form is not unduly complex, The 
administrative details have been reduced to a moderate a- 
mount. There is no final index that must be computed, 
either by the rater or by a central agency. 

Hote: The following features are recommended if careful 


consideration indicates that the added disadvantages do 
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not outweigh the advantages. 





Rate all persons on one trait before proceeding to the 
This tends to eliminate the halo effect arising from try- 
ing to judge all the traits of one individual before con- 
sidering the same traits of each of the other subordinates, 
The form arrangement is such that there is only one ratee 
on each fitness report. However, it would be possible for 
the rater to consider all officers under his jurisdiction 
on one trait at a time by making up a rough form for that 
purpose. In making trait degree judgments, both present 
performance and future potential must be considered. Upon 
completion of grading all traits for every subordinate, 
each officer's grades would be transferred to his own smooth 
report and the rough form destroyed, Due to the manner in 
which fitness reports are utilized for promotion, assign- 
ment to duty, etce., and in view of the confidential nature 
ef each officer's report, it would not be feasible nor de- 
Sirable to file reports with several officers per trait on 


each sheet, 





The Writer has used this method. It seemed to him 
that the resultant ratings were less biased, 1.e., more 
nearly a true picture of the ratee, than when each ratee 
was considered on all traits without trait-by-trait compar- 
ison with othere of the same relative rank and experience, 
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Vary position of high and low trait degrees. 
The position of trait degrees is not varied from line to 
line, However, the direction has been reversed from the 
previous form, i.e., unsatisfactory is toward the right on 
the new form whereas it was on the left on the superseded 
model, 

Indicate “normal distribution" of any group. 

The older form included an indication of the percentage of 
any group that would normally be expected to possess ea trait 
in any specific degree, Due to the difficulties described 
below, this feature has been discontinued, 

In 1946, after forced distribution had been a feature 
of the fitness report for a year or more, it was estimated 
that raters were rating between thirty and fifty per cent 
of all naval officers in the space labelled “within top 
10%." By 1950 the number of officers "within top 10%" had 
increased to an estimated seventy per cent. One explanation 
for this phenomenon is that many raters were confusing nor- 
mal distribution of people's abilities with a percentage 
scale or grade for performance on the job. It was like 
gracing an examination; job performance was being marked 
on a 0 to 100% basis. If an officer's performance of du- 


ties met the requirements of the rater, the ratee was con- 
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sidered to be ninety per cent or better in job performance 
("within top 10%"); if he did his job roughly eighty per 
cent satisfactorily, he was rated to be "within next 20%"; 
and, if he did a mediocre job on the order of half what the 
rater desired, he was rated fifty per cent which brought him 
into the "within middle 40%" group. Beeause of this “man- 
job" thinking on a feature of the form designed for man-to- 
man comparison, practically no one received ratings below 
the middle forty per cent unless they were completely un- 
satisfactory. Usually, in such a case, the rater skipped 
the column designated "within next 20%" and graded the un- 
satisfactory officer “within bottom 10%". The result then 
was that most officers were graded seventy per cent or bet- 
ter on their jobs, a few were doing half a job, and a few 
were unsatisfactory. Most raters felt that the preponderance 
of their officers were doing ninety per cent or better work, 
as indicated by the bunching of ratings "within top 10%." 
Require rater to justify his judgment on each trait de- 
gree. 
No space is provided for justification of each trait degree 
selected, There is, however, provision for summarization 


of the ratee's worth to the organization, 
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Require rater to summarize overall worth of ratee. 
This is required (see above). There are good instructions 
on the form which clearly indicate the type of subject to 
be included in this summary. 


Principles of Merit Rati - & Con ison 





The Navy fitness report will next be compared with 
the principles of merit rating that have seemed valid to 
users and students of merit rating, 

Must be tallor-made. 
The Navy has discovered that there is no “one best” system 
of merit rating, as evidenced by the changes incorporated 
from time to time. Although the present revision was devel- 
oped after consideration of forms used by all armed ser- 
vices, the product represents a continuing attempt to ob- 
tain a rating form which is tailored to best fit the needs 
of the Navy, rather than a general form. 

Should be designed to serve specific objectives, 
There is a question whether the report has not been de- 
Signed to serve so many purposes that it does not serve any 
ef them as well as it couid. Some of the objectives which 
it attempts to serve are: (1) as an aid in selecting for 
promotion, (2) as an aid in proper assignment to duty, (3) 


as an indicator of the ratee'’s value to the Navy in his 


(7 





~~ eM ey 2 ee cere oe ale te 
| MEAs, at leme erase 24 Sodas ot Bue 
RP RRL 407 868 Pepe a ne ceerOCe neces 4 ad ovedt 
We ereee Sen Fee Th ba eee quem ct Here OF benpee 
Somes Heethenige TEs 12 amd .Piuee #4 Ae Lie on wade Yo 
“)_aelivotee ni Die on se it) ree wee od argeetan g2 
02) seem oe Mnamnplone eyes i Oise oe U8) otic 

BAe od Gye od a4 slr «'selee @cr Do uetnntin! on a0 








T 


present job, (4) as a device which may be used for retee 
improvement, (5) as an indicator of the rater's estimate 
of the ratee's value in time of war, (6) ae a means of com- 
paring the ratee with those of his contemporaries known to 
the rater. 

Know the disadvantages of the merit rating system used. 
The disadvantages of the fitness report are probably net too 
well known to the raters, This study brings to lisht some 
possible disadvantages and advantages. The possible disad- 
vantages are stated, where applicable, under each principle 
of merit rating. A further discussion will be undertaken in 
the next section -- "Conclusions," 

Do not expect exact answers. 
This precaution seems to be understood by most raters. 
rated. 
This principle does not appear to be followed, Each rater 
has his own conception of what the job is or should be and 
operates aceordingly. It may well be that it would be im- 
possible to make a job description for an officer of any 
particular rank, 

Behaviors and traits must be observable. 


All listed qualities are so described in operational terms 
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on the fitness report that they are observable. However, 
there may be traits that are not applicable to all ranks, 
The job under consideration may be the present or a future 
one. The fitness report does not differentiate between 
those traits yoquired for the present and future jobs, This 
eam only be justified if it is determined that an Eneign's 
and an Admiral'’s jobs require the same traits, 

Avoid overlapping traits, 
Some traits on the fitness report might be considered to 
overlap. Por example: “intelligence,” “judgment,” and 
“initiative seem to shade into one another; the same ap- 
pears to be true of "force" and “perseverance.” The remain- 


ing traits do not seem to infringe on one another. 
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Must have wholehearted support of top level management, 


This is the case. 


Must be accepted by all hands involved, 
1 








It is. 
its use. 

This has not been done, The assumption was apparently made 
that the detailed instructions accompanying each previous 
revision of the form would be sufficient. Wo other con- 
certed action was made to enlighten the rater on the exist- 
ence and evils of such things as "halo effect," "constant 
error,” “consistency,” and the like, The newest form con- 
tains no detailed instructione at all except in regard to 


the "comment section," 





. Merit rating has been a part of the U. &. Navy for 
such a long time that it has become traditional. The United 
es Naval Regulations and Instructions, 1913. pages 71-I 
through 74-I, gave detailed instructions on reporting the 
fitness of officers, Article 1715 of the Regulations for the 
Government of the Navy of the United States, dated Febru- 
ary » gave instructions on the same subject, Records 
prior ve that date are not immediately available. 
A report on the fitness of every enlisted man and of- 


ficer must be made periodically, The report on the senior na- 
val officer is supmitted by the Secretary of the Navy. Fit- 


ness reports on all other Navy personnel are made by their 
superior officer, 

Current instructions on naval fitness reports for of- 
ficers are contained in the Bureau of Naval Personnel Manual, 
1948, article B2202; and in Article 1701, U.S. Navy Regula- 
tions, 1948, 
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Ratees must understand purpose and its advantages to 


them. 
Here again, instructions have been insufficient. 





Rater must know the man he rates. 
This is true in all but the largest commands. Even in those 


larger comaands, the senior officer signs the report, but 
receives advice from those officers who are the Imnediate 
superiors of the officer being rated, 

Completed ratings should be comparable. 
This feature is particularly difficult to accomplish in the 
Navy, where officers are serving all over the world under a 
variety of conditions, Likewise, it is particularly neces- 
sary that ratings be comparable if they are to be of any 
value, There is a continuing attempt to make ratings com- 
parable through changes in the forn, 

Traits and trait degrees must have the same meaning to 
each rater. 
The traite and trait degrees are stated in operational terms, 
but are general rather than specific. if the terms were 
really specific, it would be necessary to have a slightly 
different fitness report for each rank, ‘Were that the case, 
action more in keeping with each rank could be objectively 


described, 
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Discuss rating with ratee. 


This is not mandatory, except in the case of unsatisfactory 
reports. Reports are avallable for perusal at any time of- 
fiecer presents himself at the Bureau of Naval Personnel in 
Washington, D. C. 

Keep merit ratings confidential (other than with ratee), 
This is done. 

Maintain continuous evaluation of the ratee. 
This is done so that selection boards will always have an 
up-to-date record of the officer at any time. It is also 
required for detail purposes. However, there is no apparent 
attempt to review forme for the purpose of determining rater 
error or consistency except when such information 1s needed 
to determine average tendencies, etc., when revising the 
form, Evaluation for rater improvement through training and 
education is not done, 

Continuously evaluate program for possible improve- 


ments in form design, descriptions, etc, 
This is done pertodically. 


Publicize achievements of tne rating pilen. 


This ia not done, 
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Merit rating ts a valuable aid in painting a word pic- 
ture of an individual, It can be described as a method which 
can assist a rater to make better judgments of each ratee's 
worth. Of course, the use of merit rating will not help ea 
rater who does not follow the rules or observe the precau- 
tions, For the rater who does follow them, there is the re- 
ward of more fairness to ratees and the ability to skim off 
the cream for promotions, particular assignments, etc, What 
is the result? The answer is better morale and better pro- 
motees, 

Wheat pert does merit rating have in the selection for 
promotion of the best top level executives in the Navy? The 
anewer to that question cannot be given in definite terms, 
The fitness report is used by selection beards when consid- 
ering Captains for promotion to flag rank. The proportional 
weight it has compared with other factors such as service 
reputetion, combat record, etc., ean not be stated. As a 
matter of faet, the proportion undoubtedly changes with 
each appointed board, There seems to be strong evidence 
that a good fitness report does not insure promotion. There 
is equally strong evidence that a poor fitness report wiil 
insure failure of selection for promotion, 
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An analysie of the fitness report form has indicated 
that most of the industrial writersa' recommendations either 
are being, used, or that there is good reason for deviation 
therefrom, The record in regard to following the principles 
of merit: rating 1s not quite as good. These variances will 
be discussed below: 

The Navy may be trying to accomplish too many objec- 
tives with the fitness report. The validity of this state- 
ment would heave to be studied by the statisticians, On the 
other hand, there is continual preséure to increase the num- 
ber of items of information that the fitness report can be 
Gesigned to furnish, All in all, perhaps the present report 
represents the nearest to a happy medium that can be ob- 
tained, 

The average rater probably is hazy as to tne disadvant- 
ages of the fitness report. It would be much better if he 
were well enough aware of them to avoid some of the pitfalis 
of rating. In contrast, there is every indication that the 
Gesigners of the fitness report are weil alerted to the dis- 
advantages of the system, It may be that instructions is- 
sued by the designers from time to time would obviate the 
necessity of keeping each rater informed of various disad- 


vantages. Unfortunately, sufficient of these instructions 
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seem to be lacking. 

There appears to be no effort to make job evaluations 
for each rank that a rater could use fer comparing his sub- 
ordinates! performance against @ atandard., It may, due to 
the variety of duties that must be performed by any officer, 
be impossible to make a job description that would be of 
any value, Certainly, that would seem to be the eritical 
question. 

A doubt arises whether the practice of using the same 
fitness report form for all ranks is the best solution, 
This policy is alse followed in Civil Service Efficiency 
Reports, but provision is made for leaving certain spaces 
blank, depending on the type potition being graded, There 
would appear to be so little relation to the traits needed 
in an Admiral compared with those required of an Ensign that 
different fitness reports would be justified, 

There is a lack of rater training. At the level being 
eonsidered, that 18, Captains who are rated by Admirais, 
there should be no problem. The years of experience in ob-~ 
serving and rating officers should make additional inetruc- 
tions umnecessary, However, Admirals were apparently as 
confused by “forced distribution" as anyone elas, if one can 
judge by the number of Captains rated “within top 10%,” 
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Be that as it mey, there are many more officers who are not 
experienced but must act as raters than there are exper- 


feneed raters, If all officers, whether now acting as rat- 





ers or not, were better informed concerning the purpose 
fitness reports, they would be better able to rate others 
when that becomes necessary. 

Along the same lines as discussed in the previous para- 
graph is the need to publicize the achicvements of the rat- 
ing program throughout the Navy. A better understanding of 
its accomplishments would give greeter meaning to each step 


in the rating process, 





1. It is recommended that a new fitness report be de- 
signed which would be used for Captains and Admirals only. 
This report could apply to all Captains and Admirals, or be 
limited to Admirals and the more senior Captains, who are 
within a year or two of consideration for promotion to flag 
rank. By limiting its applicability, the system could be 
mace more accurate: traits could be more specific and the 
number rated being relatively small would permit use of a 
comparison method if desired, There are probably other ad- 
ditional ways in which accuracy could be improved. Referring 
back to the section on sbjectives versus merit rating plans 
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in Chapter III, it would seem that the primary objective in 
this case would be accuracy in differentiating between of- 
fieers. Other considerations, such as aiding individual de- 
velopment, would not be a particular problem, The systems 
with the best record for accuracy possibilities are the 
weighted check list, forced-choice, paired comparison, and 
rank-order, The system actually selected would depend on 
guch factors as which one would be most acceptable to the of- 
ficers invelved as raters and ratees, 

2. The second recommencation is that more intensive 
training of raters be undertaken, As an example of the need 
in this regard, the action that might have been helpful 
when it was found that the forced distribution feature was 
not working aecording to plan will be speculated upen. An 
analysis of the trouble might have been made and further in- 
structions written, the offending feature eliminated from 
the form, or lecture teams dispatched to instruct raters on 
a Navy-wide basis, etc., ete. Instead, most raters did not 
realize that their ratings were practically useless, And 
the worst part of this lack of training is that 1t stiil 
persists. Under such conditions, comparability of ratings 
is largely accidental in spite of the effort expended to 


develop the best possible fitness report form. 
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3. The next recommendation is to make it mandatory 
that each officer (other than those officers covered by the 
"promotee to top management level" report described in the 
pieet cbtctmaniattes) be shown his fitness report or a state- 
ment be required to indicate why the rater did not consider 
such a move to be desirable in that particular instance, 
Ahamittedly, there are certain possible disadvantages to 
showing the fitness report. For example, Halsey? points 
out that the rater may hesitate to give truthful ratings. 


However, he joins many other writers on the subject of merit 


rating in recommending that as a long range policy. ratings 
2 


be shown to the ratee,. 


7 


vice Ratings. 


2 Mary Wortham Harper points out that the act of rating 
without reviewing that rating with the ratee is to lose much 
of the value of the plan. She further mentions companies whe 
discuss ratings only with those whose performance is unsat- 
isfactery. She feels that to overlook the positive and pleas- 
ant side of giving recognition for work well done is to over- 
look an easy way to build morale, 

Wortham, op. cit., Pp. 27. 

Tiffin, in discussing the same subject, says that 
the rater is more apt to rate properly if he knowa that he 
will have to talk over completed ratings with the ratee. 

Joseph Tiffin, “Merit Rating: Its Validity and 
Techniques,” Personnel Series No. 100, AMA, 1946. pp, 14-23, 
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4, Pinally, it is recommended that further study be 
given to the feasibility of establishing job evaluations for 
each rank, These job evaluations would be an invaluable 
aid to raters as a standard against which actual job per- 


formance could be compared, 
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PPENDIX a 





THe FIRST RECORDED EFFICIENCY REPORT IN ARCHIVES 
OF THE WAR DEPARTMENT, August 15, 1813 


Lower Seneca Town 
August 15th, 1813 
Sir: 

i forward a list of the officers of the 27th Regt. of 
Infty. arranged agreeable to rank. Annexed thereto you will 
find all the observations I deem necessary to make. 

Respectfully, 
I am, Sir, 
Yo, obt, Servt, 


Lewis Cass, 


EE REASSURES PEE RERREOEEERSAES KEES EERERE HERES BEDS 
efth Regt, Infantry 

Alex, Deniston - Lieut. Col., Comdg. A good natured man, 

Clarkson, Crolins - first major. <A good man, but no officer, 


Jesse D. Wadsworth - 2d major - an excellent officer, 


Captain Christian Martel )- 
Aaron T, Crane ) 
> Benj. Wood ] 
, Maxwell } 

Shotwell )- A man of whom 411 unite in 
speaking i111. A knmave de- 
spised by all. 

; Thomas Earle Indifferent, but promises well, 
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Captain Allen Reynolds 


° : Wm. Perrin 
Yanl. Seott 
Jes, I. Ryan 
Robert McElwrath 
M * 


Hall 


2nd Lieut. Nicholas ¢.Garmer 


Stewart Elder 


. McConkey 


. James Garrey 


' Darrow 


* Piercy 
Thomas G. Spicey 


91 


eee amet ee? Seg” 


an Gee” Cae Fon 


) 


An officer of capacity, but 
imprudent end a man of vio- 
lent passions. 


Strangers but little known 
in the regiment. 


Merely good, nothing prom- 
ising. 


Low vulgar men, with the 
exception of Perrin, Irish 
and from the meanest walks 
of life -- pessessing noth- 
ing of the chawacter of of- 
ficers and gentlemen. 








Willing enough- has much to 
learn - with small capacity. 


Not joined the regiment. 


A good officer but drinke 
hard and disgraces the ser- 
vice and himsel?, 


An ignorant unoffending 
Irishman. 


Raised from the ranks, ig- 
norant, vulgar and ineompet- 
ent, 


A stranger in the regiment. 


dust joined the regiment - 
of fine appearance, 


Raised from the ranks, but 
all behave well and promise 
te make excellent officers, 





“y 


2nd Lieut. Oliver Vance All irish, promoted from 


) 
’ Royal Geer ) the ranks, low vulgar men, 
2 Miare ) without any one qualifica- 
z Crawford ) tion to recommend them - 
. clifford ) more fit to carry the hod 


than the epaulette, 


. John G. Scholtz 
. Francis Tf. Wheeler 


Promoted from the ranks, 
Behave well and will make 
good officers, 


Re Cet 


Ensign Rehan ) The very dregs of the earth, 
Unfit for anything uncer 
heaven. God only knows how 
the poor thing got an ap- 
pointment, 


Promotec from the ranks-men 
of no manner and no promise, 


" John Brown 
Ryon 


" Charles West ) From the ranks. A good 
young man who does well, 


pp” Nene” 
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APPENDIX C 


(Report on Officers under U. 8. Navy Regulation Circular No. 86, September 10, 1891. A separate blank to be used for each Offer. } 


REPORT ON THE FITNESS OF OFFICERS. 
(FORM A. 
Sue, Naik, 
Ve. hie HB 0. 
ae 
etd coved by lhty upetl, firm 
Le a3 


7s 


1. Ability ter conimmanal. 

2. Manner of porfornviing clitios. 
3. General vondnet, 

4. Sobriety. 

a, Health. 


i. Comlition andl eicieney of conan, 


If any special duty has devolved npou bini state its nature, and jiow it was performed. 


SS, Remarks. 2... 


wy iY yY tH hie y Ha’ BD fetiove be enloees pitirn wih ate htt wned 
raped tial, and tal &B have comuuuicahd anfare table unudiou, as heclh id 


ee Vs « 


Conalg. 


Nore Under  Rensrks.” cefer fo any speclal reporls mude in accordance with Par. V. Regolation Clrealur No. st. withie the peclod covered 
fen Cheds Pepwert, 

Atiawerr tee agterion frome J ta € inclusive shall be elther “Excellent,” “Gort.” “Tulermide”” ur Nat good, and must be written by the oficer 
clot the repert Sheahl tlie anawer tee wy Query be CNat gol” oref wa unfaverene mitnne, the teases far sgh anwer riint be clesrly strated, 
coomh moweges caf Tbual perth ef Chae repart Civtlshesd for the atleer cone erst, Wher stiath bee pereeiitesd cb Perea ognalsbe Caines fee prepare sued) weltled stiterenat Va 


rowel See Lt tes Neer trnaey clerdie: tas pradke: Whidede stselecnmmegat sdecnlL Toe acggebaend secel fearwurikee with the cegeert, Sigal the obser acd alenlre lee anaske at 
SO wte-pememnst Chet tset siall be tated, 


Ce a 
fo" 


lim 


APPENDIX D 


N.NAVY. 443 


“REPORT ON THE FITNESS OF OFFICERS. 


(To be submitted in accordance with Section 5 of Chapter 2, U. 8. Navy Regulations, 190.) 
Report to be typewritten, except that columns and question 14 need not be. 


"he following six questions to be made out by the officer reported on: 


Bye, = te se em wenn we em Ae Oe Ht mew en we me 


(Surname first.) 


ee ee 


hip or 


itation .......... - see eee eee. Peried from ...... 2 tales... ..... ee i 
1. Regular and additional duties. e ce SS Fogg aye od) CL ae 6 


oe ee errr Tr ror yy 


2. Official residence (hame).. . ; CT COTE E Eg hey arc «Aaa [55RD Ee eT EEE 
(Seo Art. 135 (2), U. 8 N. R., 1990.) 
SoeNOXtLON kin... ---...:. 9 : Re = ce ee 
(Relatlonship.) . Name.) ( Address.) 
4. Nomber of dependents entitled to Government transportation - wos ~~ oO ee een os 
Give age uni gex of cach child less than 21 years old. - a ee errr eer ne 
5. Proficiency in foreign langnages, stating which ones, nn ability therein 22 | pm re font ceacnuivaccs cae, saee eet ema 


6. My preference for next duty is: 
fa) Sea - : —_ Fleet .. : ; Re een 
(4) Shore. . _—_ : Location ee i 


= eqn erm ne eee sedececneenae 


(Signature.) 


‘ollowing to be made out by Reporting Officer: 
i. Reporting Officer: Name -_.-......-.----.-.... ee ee | re , U.S. N. 


%. Reporting Officer’s official statua relative to officer reported on... 0. eee 2 qSeaMowace’ tac Soo Gacuss anes emma eee 
). Eoiploymeat of ship during period of this report .... . ..... .. wacsas pe OSs aoc a 
0. To what degree has he exhibited tho followi ibis qualifications? "(Consider him i in comparison with others it in . his grade or oi about the game 

length of service.) Indicate by marking X in ink in tho appropriate rectangle. A mark below Average will be considered unfavorable. 









































Co iho ree eae 


SIUESFITC] RTVRLICITN REIN. = woos cece cos, cccsaveccataceces aee--o's 


| ; s , = ADDITIONAL FOR COMMANDING OFFICEs. | é . | 
3 of & se = || (For Commanding Officers and heads of departments - 2 of § 2 3 
. 1elge¢| & |st| & ailost or ashuro and heads of yard divisions.) Y See g Es | . 
‘ , a fea} > joa! & =) 24] 2 |Se 
(ala | iE | = Zj2"|= 1a°} 3 
i ; | “I | : — nee | 
bptitude for the service. = SS ae... | ee r 8 | To what degree docs he matatain the [ollow- : 
| ia 
ONAUCE --..---0e--- 22 — ais faecinine of snhordinates _........2..2.-2..-..- eee ee ae |~cscaaeerce 
Yooperative qualities... coco, acer bo=te4 eased Beeeee Peer | 
; 7 : | | | | Loyalty of subordinates............--...---. wee el ae 7 _ -.. 
RG csncenta ot : os ieee Sea 
1 
Yovotion to duty... . Pe a a ee Efficieacy of personnel (hased upon the 
a : , . / 1 efforte and resulte of such efforts of the 
dducation ........-.--- J.  ececas ban Rinks Bo OIUIGETCON GUNG ppeetentre ceteceenccesnccatenss|=-scc-|a00<-cl con ns|onecss (steven 
te Po ee Sees Ee ie ee Efficiency of matcrial (based upon the 
results which the officer concerned 
UA IBUY 2-02 ---0---n--- a dae ba credence] has accomplished in keeping up or | 
nitiative ................... en  eee (a ee PEPE eal improving the material under his | 
udgmcat.. WE... ---.- Sie ECT YRS a es ea mikes | oe 
AS —~- —— — a 
a aa j a | Pai a INSTRUCTIONS. 
seashership....-----------. ie Fa | ae ott a oh. - | tn filing out the adjoining columns the reporiing offieer should be guided by the 
Hilitary mauoer and hearing. 20. ...------)- oe Bese Je a following es) ~_ 
t RS as. peee erent eee cee 7 
feast of porn and em nlf Pr pera? saggy tre ter 
On ey ER cr. ee a Pesan ii. eee Equal to the majority. - ec ee eer ie 
: : ; Below tho majorit : — 9) Serre Bet : 
‘Physical energy aud endurance... .......-....- coe = = a Below fe as cig << gees iBloste: 
aie 


be considered in comparivon with similar characteristics of all other officers of 


“i 
COS: - Tho qualities sod the pecformanre of duty of the officer being reported on eo ee 
|e le ct ol and of about the same length of scrvice of whom the reporting officer has 














*Tn accordance with reportiog offrer's personal opinion, without reference to Medicei OMicer. 


Ih, « ore tho possible requiremeots of the service in peace or war, indicate your attitude toward having this officer uacder your command. 


Would yon—{I) Fepecially deaire ta have him? - .. (2) Be satisfie! to have him? ...._...- (3) Prefer not to have him? _.__._.. i 
(Answer one question anly. “if Yes" under (3), tbe report will be considered unfavorabic.) 


t2. Tlas he any weakoesses—meatal, mornl, physical, ete.—which alversely affect his efficiency? Ais yceseivodetaile.) .... .. ......-.cccceses-n0 


weeee-- e - 
e--- - - r sate sen seeresereroes -22 
ve ~ -_ ; _ [over] 

= —_ = “ a I 
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Appendix D (con't) 


1%, What was character of instection report on ship or department on last official inspection’ (uote extracts uf availanie.: .... 


REMARKS. 


1¢. Give any information which might Le of yalne to the Department in making assignments to duty or selections for special duty; also soy 
special information of value to tho Selection Board nr [Examining oard in determining this officer's fituess for promotion. Snclude a 
general outline of this officer's character and service as indicated above under special headiags. 


THIS SPACE MUST NOT BE LEFT BLANK. 
(See Art. HIT (71, U.S. N. 1, 19) 


a 


SO eee 


“Isis, by no meins, cnongh that vn ower of the Navy shoobl bes eipable maciner, He ahtst ve tint, of course, but alco a creat deal more. Ie should be. as well, 5 gentle 
man of liberal edneatiea, reloed atesiner, punetilions ciaricsy, aud Uhe nicest sve af persosal fener. dhe should tot only be abiv toespress tumself clearly and with (orce in his 
Ww language both with forse and pon, lat Ine shertt be vere in beeteh and spioish. * * die slieald be tho souk of tact, patience, pistive, firmness, and charity. No 
herilernas wl of a suboriditaty should escape lis attention or be left Lo pes wichout its reward, if even tho coward be only ope word of wpproval. Conversely, he should not be 
iv tows single faudtan any subordinate, Uhongdeat the same time he sitoald be quick and unfatlioyp oo vdistingnisd errar from nevlive, Heeb Sepa (rom invompectency, and well- 
ge int shortcoming from becdless or stapal bineder. As be showkt be unisersal unk mmpaniat in & sewards ond approval of ment, 30 should he be judicial and unbending in his 
tumishigent or repcoof of miswvondint. * % © —[Jolto Panl Jones te the Marene t ommuities, Seoteabyr 11, 1775] 





PROFESSIONAL QUALIFICATIONS, 


Assizn inarks on the acale of 4.0 to all atlicers under 1, 2440, and 3, when appropriate, aod oa the subjects describing prescat thity. 

fase narka in other eubjects in which he appears qualified for a mark of 3 or more. 

Indicate the cluty or duties in which he ig at his best. or ia most capaide of being developed, ly placing‘ R° after the appropriate oark. 

In no case give a mark of over 3.5 untess he is capable of periomning cdaty of the character nanwel of the tirst order of importance, commen- 
urate with his grade. 


1. Voonaanil 2. a) Laeentive Olliver or exeenive ability - . Ge First lienienant . o (a) Seamanship -.. 
& Tactical handling of ship 2. 2 4. ta Stratewy aml tactics e hOT Anew ieatensees (-) Internationallaw. .. .. (d) Diplomacy 
os} Military Jaw .. & (8) General board. . 161 War College ............ i, Adkministratinn: ta) Fleet .... (6) Navy Department 
oiler IS irouviiesmees cr) NOS:\y Slt) eee ee Oflice or Division . . = (i) Wlay aid ..... ................ - . 
(Datly.) 
Ci SSARE IL eee ces com eeeoeree Uo (COWES IST Oia WA) SUONCARTOS eacacess Os 1G) DERE GTR) Sos chon ace oo eaeeReeSoces 
«Dury.) (Duty) 
6) Plotiiny room ......... .. {¢) Spotter... ee OeeGnonery otlicer .....-2-2225 (6) ations nlltcen2 —. :..- seeps soe ee ee 
(Caliber) (Caliver.} 
c) Deaiga 2... (df) Tuspection _ .... 10, (a) Torpedo oilicer .. .... . 04 Miaing —... ..... (7) Desizn ..... ... . () Inapection .....-... 
1. sa) Explosives aml magesines . (6) Experimental and design .«) Inspection. 2. (fi Armor and projectiles - 
r) Experimenta) and clesign - . ft Tnspection - . 12. cn Eagineering. reeiprocatiag.— . 141 Desizn ... (e) Inspection. 
di Boilers... ..... te) Machineshop .. 2.0 1. fa) Engineering. turbines 1b) Design ie} Luspeetion . 44. (a) Engaoceriny, 
niernsl comimetion . ... (b) Design. — ... 1et Inepeetion. ..... 15. a+ Magiaerring. electrical (b) Radiotelerraphy ve 
e) Design... ..... tdi Inspection. .. ... Wi, 1a) Watch oilicer ........ . 1h) Division officer. 2... - (x) Morale officer .. 17, Supply Corps: 
at Ccoeral storekeeper (h) Purchasing pay officer 2 2. (7) Commissary otlicer 22... (7) Pay officer (ship or stahion: 2. - 
co) Accounting officer -.. IS, Communication oflivec; im) Radio 2. 66+ Sivnal . te) Vorliny If, Reermting 
‘0. Svbmarine officer .- 21. Aviation. (a) Pilot . thr Repair wt Engineer . id Acrology . (e) Acdlouistration 
v. (f) Obwerver 0... 22. Medical Corps tn) Medicine 1bt Surgery (c) Sunitalion id) Mietetics : 
Gil OSEAN? see (f) Kye. var. nose, and throat . 2... ... (9) Genitourinary - _. (A) Dentistry . . 23. Civil engineer: (a) Public works 
‘onstruction ..... .. (6) Design =... 2b Naval Academy. Bs wee «625, Professor of matheniatics : ee re 
4 Duty. t t Duty.) 
6. Taterpreter: (a) Spanieh - . (6) Vrench . 2.0... (ey Merman — .. - fy Japanese -... ..... ie) Italian (f) Rusman _.. . 
9) Other languages Dee reeanolaliacie: 2s, Naval conatructor: 1a) Construction . th) Design 
(Name. ; 
‘c) Inspection .. 24, Lntetligeace duty —.........-....- .. 80, Any duty not fisted 2. 2... 2... 81. Do yon recommead 
tum for special trainioyg cr study? —— Tecan app icaot” ae -.. coeemteercss ss ----.-. Is he willing” 
cit Yes, ‘state branch of subject.) » 
a Bet : ... a el bs 





N.oNav, 403 


“REPORT ON THE FITNESS OF OFFICERS 


(To bv submittod in vecurdance with Section 5 of Chapter 2, V8. Novy Kegubillons, 1va)) } 


Report to be lypewritten, except that question 12 need not be 





The folloiwing four questions to be made out by the officer reported on: . 


et ee ccc ee 3 er Pobcccceccee oceccv ay, ROnk-.... .-......, U.S. N. 
Aas (Sur ote brst} 
Ship or 
Station |. a ee Me hac oiae -« Period from - ton ee... ..... 
* , } 
Ne UR COU RRR OU a ease nas eee Sees ? 
2. Usual residence (home). ; = : re eee ae Se 3 eee a Pete 
(Authority for cline in tsi tl resilience must be weured irom the Durean of Navigition, on ndidiness reporte:] on Lhis form will not constitute 
such wcliange, see Art, 165 (2), US. N. 3, 1920) 
3. Proficieney fu forvign languages, stating whieh orice, sud aliility therein —_-. 2-2. 22-2 n eon ee cn enc acca cn ncanceceenencec snes socceencnncenacneus 
[ 
4, My preference for next duty is: 
(a) Sea —. ..-.- ee ee ee ANIL Oe ac eee See Re eRe Coal wave veces ncuniesvacantentsccvecesssccuennd 
CD) SNOT Girt ooo cesta sos. caccseecce en eeene caer enaies cede s See NICOLA Tapeeenctc ss asco cacer scree ccc<s neers Sasa See SEES ee 
g . EEE SSS (Signaturop)—ssSsS—<SsSSSC~CSsts 
Following to be made out by Reporting Officer: ; 
Smnepormr Omeers Nainie ..........-.-c.-.cc...2- cence poceneecncuccscesceceecencscncs (LO, a ,U.S.N. 
G6. Reporting Oficer’s officisletitusirehitive te officer reported an ..-0ee. ....-25-.-.--cnnccecac enone wo oc eeenees anno cnc ccncoreccersancacccace sccscececenes sess 
ome SKAL]SUCONUULESUN CSCO (UAE ]SRCLULORUGE [DoE NUCL Ca iL AAS) FC: 048, Cea momen arate gee = 5. oR oe eae e es weeds occa nds. ceccuu-usnasewercucacne 
f 
8 Assign innarks on scale of 0-4 in “Esecutive Ability and on duties performed during the period of this report; also, assign marks on 
other professional qualifications on whieh obsecvation dias been sufficient to justify marking. (Duties and qualifications to be listed, 
followed hy assigned murks—a mark of 2.0 of less must be referred to the officer reperted upon.) 
Exectitive Ability Sf) ordonoseono cet Setecnniccboac cin ec Een Soe ERA eS NOSE REECE ECHOOS-Onne co = SeccpESCSoScconEEe oo 
9. Ilas the work of this officer been repucted ou cithec in a commeudatory way or adversely ducing the period of this report? If se, state 
the substance of the report, 
10. Considering the possible requicements of the service in peace or war, indicate your attitude toward having Uhis officer under your com- 
mand. Would you—(1) Especially desire to have him? _....... (2) Ve satisfied to have him? .__..-... (3) Prefer not to havo 
) 
HA cose 


Il. Has he any weaknesses—imental, moral, physical, ete.— which adversely affect his efficiency? CIP’ Yes," give details.) 
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Appendix E (con't) 





O02 Fee what depos hat he cubated the: fedora os quatticatenn: *  oPaete tre 10 eflewhesd sete fone main cHvinhons, wiih a thfiniten lehew 
ere te steve wate, Chae oer cody Cer leclietbere Da how estety ine mbiteote areuritely tle te reer tee Ihe madyect. Marine cloewhal winele 
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APPEND? 


N. Nav. 443-A (TO BE USED ONLY FOR OFFICERS ON SHORE DUTY) 


“REPORT ON THE FITNESS OF OFFICERS 


{To be submitted in accordance with Section 5 of Chapter 2, U. 8, Navy Rogulatians, 1920) 





The following four questions to be made out by the officer reported on: 


ce ee iggy------ _etiod from .. .. . , tor: 


Dea hp ciel sok bitoin] CMe) eee ee ere acc F : 


QeWanaliresidence (home) sie... cosa enee eee 2 SEU... --- ---- 02 once nance a TR 65 re =. 
(Authority for a change ip usual residence must be secured from the Bureau of Navipolion: sa nddress reported on thes form wlll net comudute 
such » change, Seo Arlt, 135 (2), U.S. N.Y) 


3. Proficiency in foreign languages, stating which ones, and ability thereit _.. 2-2. 2-22 ee ene eee ee coe cece 


wee eee eee eee ew ee Oe ee ee ee ee ee ee eee eee ee es oe ee ee ee ee ee ee a a ee eee eee 


CNY Cig ea oe OC ECL Th pee eee ee ee E2S oo ge es noah nc occwacesdernecenraenewnse 


ee ee ee ee ee een eR ene ee ee enn wneeses 


Following to be made out by Reporting Officer: 


Sa recreate rece cineeeccaenwnnweneny RMON 22. - <200-----—--------------- ,U.S.N. 


6. Reporting Officcr’s official status rclative to officer reported on --.---.------------ n-ne ene ee i cn en eee cee eee eee ee eee 


wee eee wee 


8. Asgign marks on scale of 0—1 in “Executive Ability” and on dutics performed during the period of this report; also, assign marks on 
other professional qualifications on whieh observation has been sufhieicnt to justify mucking. (Dutics and qnelificatians to be listed, 
followed by assigned marks—a mark of 2.0 or less must be referred to the officer repurted upon.) 


FESSOR ARMS GLE en pe eS EES SRST SISOS SSIS EERO SEER CRSOC DOSES ee So SESE EO RERIDE: OR ERE ASSES ES SoS Ea eS eee ESE nee eos 


9. Has the work of this officer been reported on cither in a commendatory way or adversely during the period of this report? If so, state 
the substance of the report. 


we ew 2 es oe es ee ee ae i nn a ee ne ee ee ee eee: Socece Some ssee ooo 6 one soo S60 oodeeiee ere a ea oe oa a eee ween 
= me we = et ee en ee eee eee eens eee eee se es eee ee ee eee eee ee es ee ee eee 


10. Consideriog the possible requirements of the service in peace or war, indieale your attitude toward having this ofieer under your eom- 
mand. Would you—(1l) Especially desire to have him? --.... (2) Be satisfied to have him? -.-. © ©6(3) Prefer vot to havo 
Inirn tgeeeeenes 


11. Has he avy weaknesses—meotal, moral, physical, cte.—which adversely affect his eficicuey? (Mf ' Yes,” give details.) 


oe ee ne men 88 nn ee ee ee ee meen fe een ee eee eee SORScet Sc Ee eeereaseSApcesotdoccre) = Scouse 
Can comers ss seeenwres em emmn neste ne ee ne eee ee ~~ 2 a enn ee ee fe eee ene wes owner ewe enemees ees oe eee eis eeee -- 

ouewene wees eemensmnwenmnmennees. 5 ---5 5 = ween R= en een eee owe ewes en ne ee ee eee ewes - 

oe ee ee ee ee ee ee ee we oe ee ee ee eee ae 8 eee ie te ee ee ee es ae ee ee ee ee ee Sana Sears p35 


oe ee © ee E800 FE OSES oO O02 g ee ee oe mee oe een eee teens sme} See wees oe on on 5 ee ee ee - ee ee eater weno mete tees 00000 ee me eweene 


4-—ZILN Og on cmoreqnes reer crvee sam joven] 





Appendix F (con't) 


12. To what degree bas he exhibited the following quaiifirations? (Fach ne ls divided Into four mata divisions, with » de@mitice balew 
each division. Consider only the definition below each tne ehich accuratety fila in regard to the subject. Having deckied which 
deGnition ls most suitable, ploce pn check mark wt the grading along linc to which the pereon being marked lsontitted. The grading 


ig cach mala division commences at the rieht and inereaess in favorable ta the left. A cherk to the right ble verti 
fine will be considcred an an utwatiafactory (unfavorable) report.) 9 aa ics 3 ht of the double oa 
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BEMARES 


OR Give fe thie space a clear and concise estimate of this officer's personal and military character, his fitness for promotion, any duty 
performed worthy of special mention and eny information which might be of valuc to the department in making assignments to duty. 
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APPENDIX G 


~ ee lg ee nee 


WAVP@RS 310 (Kev. 8-43) 
REPORT ON THE FITNESS OF OFFICERS 


(To be submitted in accordanee with Seetion 5 af Chapter 2, U. 5. Navy Regulations, 1920, and Bureau of Naval Personnel Masanl, 
Article C- 1006) 
(Before makiog out this report read latest Bureau of Naval Personucl circular letter on the subject of fituces reports) 


The following four questions to be made out by the officer reported on: ita No... 


——- <= =e ., Rank a... -» Un oe ee 
Shi —_ ; ; hs Se Oicntanmeticats 
Station ae _....... Period from <= a ee thi ee 


(Ship BVintion unite ents ship to which attsched} 


emer Ularcdnviegsssscccesscaacssecess ee San 2 ee a Ae re 
Additional dutied ——— omc sricas both deck and conincering. After cach duty insert in parenthesis namber of months this reporting period) 
wife (if married) -..-.-.. eee eee ee ea ee es Bee ee an os 2 1 ot aan mew ans soe eeeeeeans 
2. Present address of 
next of kin (if unmarried) -........ - Cees 4. UES Sees Gs oe eee poe Dh. aos 


tindleate above the best address at which the DBurvau of Naval Personnel may communicate with the wife or ocxi of kin in on emergency. 
The ubovs addrcss docs not reiste to tho usual residenve (home) which is maintaine in tho Bureau. Soo Art. 135), U. & N. B., 1920.) 


3. Proficiency in foreign languages, atating which ones, and ability therein ......-..----------..---- .. ‘ 


Se ee ee ee eee 


LPNS eS a a ee 


RBIS Noe a mreet a ace anor en ae wt ee aetce poet ccoccoee eterna iemesucccbnes=- WEN Gy a eee ae 


A eae oon nae eo eee en pe eoecoencqeneee ne ce=s 


(Signature) 


Following to be nade out by Reporting Officer: 


Pe epOr nee cen erWte , Rek . .. , US 


6. Reporting officer's officia) status relative to officer reported on 


7 Employment of ship during period of this report... ......2......----.--.-.----------- 


ee eee Pan ee ee OE ORT OE SOS OOF Cn Ow Ee ee Oe Ee OER RH RR ROR we Ow eee A eee ee eee eee eee eens Rs eeernn 


8. Assign marks on aeale of 0-4 in apprapriate subdivisions given, below, and any other qualification on which observation has been 
avilicient to justify marking. 
(Malt oflieers to be marked with respect to required daca. Mark below 25 constitutes on unsatisfactory report) 


Present assignment -........ Abihty to conimand —..__.. As exccutive or division officer .......... As deck watch officer ...-...-. 
In administration _-.....-. Ship handling ....--... 


8 ee Oe OR OOO Ow awn He A ROE COR eee Oe a ee 8 Oe FOO Oe eee Oe Oe eS ee ee ee Oe es Oe CO eee eeme wees eens 


®, Has the work of this officer heen reported on cither in a commendutory way or adversely during the period of this report? If so, 
state the subject, reference numbers, and substance of report. Clip copy to report. Comply with U. S. Navy Regulations, 
article 137 (11) with respect to commendatory reports. Any adverse conunent constitutes an unsatisfactory report. 


eee eee ee oe ee et cen eee enn as Been er eens se eses eres ees 
ee ee ee ee ee a er wwe nee”: ee ee ee ers ee ee en me re) ene 
ewww wee ee - ~~~ eee en ee eee es SOR SER E Eee 


0. Considering the possible requirements in war, indicate your attitude toward having this officer under your command. Would you--- 
(40 athrmative entry in item (4) constitutes an unsatisfactory report) 


(1) Particularly desire to have him? .__.......... (2) Be pleased to heave him? -........... (3) Be aatisfied to have him? -........_. 


(4) Prefer not to have him? —......---.. 


1. Has he any weaknesses—ment..l, moral, physical, ete—which adversely affect hia efficiency? (If “Yes.” give detaila.)} 
(An implied or stated defect constitutes on uneatisfactory report) 





ae —mew wec oer ~- tw ee ee owmwe- se = 
1 . tavewi 
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Appendix G (con't) 


eubjoct of fitness reports.) 


Intelligence 


(With reference to the fae 


ulty of comprchension ; 
mental acuteness.) 


Jadgment 


(With reference to a die 


criminating peresption by 

which the vatuca and re- 

lations of thinze are mene 

taily naserted.) 
Initiative 


“(With ref, Feference ta con- 


structive thinking and re- 
sourcefulneas; ability and 
fatellizence to act on Own 
responsibility.) 


Force 


— EE 
(With reference to moral 


power possessed and ex- 
arted in produciag re- 
cults.) 


Leadership 


(With reference to the fac- 
ulty of directing, con- 
trolling, and influencing 
othere = definite lines 

on. 


Mors! Courage 


(With reference to that 
mental quality which im- 
pela one to enrry out the 
dictztes of hia conscience 
end convictions fearleasly.) 


Cooperation 
(with refervnce to the fac- 
ulty of working harmoni- 
ously with otbera toward 
the accomplishment of 
common duties.) 


Losalty 


~ (Ficelity, fnithfuineas, alie- 
gianre, conetanry — all 
with reference to no couse 
and to higher authonty.) 


Perseverance 


(With reference ww maine 
tenanre of purpose or un- 
dertaking in spite of ob- 
stacks oF discourage. 
ment.) 


Reactions in emergencies 


(With 2 teference to the fac- 
uky ef acunrg = inetinc- 
tively inn lovicnl man- 
ner fa dilfie:It and ua- 
foreseen situations.) 

Endurance 

(With | Teferopes to ability 
for carrying on under 
any and all conditions.) 


fadustry S| 
(With palorewes. to per- 
formancs of duties In an 
energetic manner.) 
Military bearing and nest- 
ness of person and dress 


(With reference to disnity 
oor, correctness 
of uniform, and 
ness of appearance.) 


sale) ae 


Exception: aily = Quick-witted s 
een in understanding. 
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1 t 
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| lel gee 
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el 
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dae | 
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ee oe 
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ieee 


2 lal 
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Constant In purpose. 





ae | ee eee 
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thon. 
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(ee ee: 


has he exhibited the followiuz qualities? (See {structions iu latest Bureau of Naval Perscamel eweniar teeter ca the 


oe |_| | 
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tlons and conditions. 
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and reuloe things. 
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|! ee 


“Capable uf jurforning reu- GJ Requires constant guidance 
Hine dJubes un own reapon= 92 and supervision ia bis 
sihillty. work, or evades responsl- 

e bilities. 

=} 


i — “ech pe ba nurmal aan Lese than at 


routine circumstances. 


fs 
ee sl 
< * 
iA 
z : 
~ 
=< 
2 
a 
: = | ee 
~ Cooperates Cairly well. e Not cooperative. 
v4 
>) 
ee ee ee 
~ Resaonably fuithful in the % to be disleyal. 
exesution of his duty. | 
: Jas 
Fairly ls ——-—# In to vuelllate. 
fx 4 
io) 
spe | | leas 
Fuirly aes in his actions to be disconcerted. 


in general, 


% 

f=) 

J a 
oe, endurance. coher bk —— 

j>e} 

oO 

< 


rhea — rea ~sati lace tamkarrtg 
ples feels 


=— and cnergatic. 


~ Very good, 


industrious. 


o_o 


“Urmilitsry end untidy. 


13, In comparison with other officere of his rank and approximate length of service, how would you designate this officer? Outstand- 
ing. 222... Excellent -...-....... Above average .....2...... Average ............ Below overage ....--.... 


14. Is this officer professionally qualified to perform ALL the dutics of his grade? Yes 


REMARKS 


No If deficient in any par 








ticular, comment is required. Givo io this espace a clear, concise cstimate of thia officer’e personal and military character, his 
fitness for promotion, and daty performed worthy of special mention, and any information which might be of value to the 
Department in making assignmects to duty. <A check opposite “No,” except for inexperienced Ensigns, or a statement that 
performance of duty is clearly unsatisfactory constitutes an unsatisfactory report. A ststcmeat of minor deficiencies either in 
character or performance of duties constitutes an unfavorable report, (THIS SPACE IS NOT TO BE LEFT BLANE.) 





eee we we ee ew oe 


wee eee oan oa oe eee eee eee ee eee teep eeree eee e a aces: = 


ee ee ee 





Renee eee te eee ene eStore eT ee Tes tee ree Et eee. 





Oe en een = cote cnt tet eet cower cewerns scmeensess, 


Ome en ee ee ee ee oe 8 eee ee oe EEE eet see 


an en 6 a ee een ee rr owe ren cee an cence as cee s cee e + ne eet enn oe 0 = eee et ewe wns ewes seen enseeenenss 


ete ee a en ae ee = ae Sa teen cee a re rns cerns ce ee ene en een meee s comes 2568s en ee F588 8s Saweee es ee seee eee eee ees 


16. An unsatisfactory rcport mast have statement of officer reported on attached; ao unfavorable report requires that officer reported 


oa has been informed of his deficiencics cither verbally or in writing. Has this been done? 


has beea noted? -. 








What improvement, if any, 














(De net write te eareled portion of this spare) 
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APPENDIX H 


OFFICER’S FITNESS REPORT 
INSTRUCTION SHEET 


IMPORTANT INSTRUCTIONS—READ CAREFULLY 


GENERAL INSTRUCTIONS 


The attached revised Officer’s Fitness Report is to be used in 
place of the old forms, NAVPERS 310 and 311. 


This form serves the following purposes: 
1. It serves as a report of fitness for all officers both afloat 
and on shore. 


2, The first carbon—(Page 2)—keeps up to date in BuPers 
the Othcer’s Qualifications Questionnaire, which pro- 
vides the Bureau with information covering each oflicec’s 


previous experience and qualifications for various types . 


of duty. 


3. The second carbon—(Paye 3}——provides data covering 
changes in the ollicer’s qualifications and ts to be filed in 
the Officer’s Qualiticauon Record Jacket as an aid to 
Commanding Oilicers and Personnel Oillicers tn assign- 
ing him properly. 


This form is to be submitted semi-annually for all officers and 
in all cases of permanent detachment of either the officer or re- 
porting senior. Special reports of fitness on an officer, on the 
prescribed form, shall be made whenever the ofheer reported on: 


(a) Distinguishes himself in battle. 
(b) Performs an outstanding act of valor or devotion to duty. 


(c) Displays extraordinary courage, ability, or resource in 
time of peril or great responsibility. 


(d) Is guilty of serious misconduct or marked inefficiency. 


A typewriter is to be used when at all possible in filling out 
Sections 1 through 6. Since 960% of all fitness reports received 
in BuPers are typed, the form has heen constructed for that 
type of preparation. Care should be exercised that the carbon 
copies are legible if a typewriter is not used. 


INSTRUCTIONS FOR REPORTING OLTICERS 


In deciding on promotions of officers, Selection Boards must, 
in effect, compare ap officer with others of the same rank rather 
than with more arbitrary standards. You will note that in Sec- 
tion 7 and subsequent sections vou are asked to do just that — 
compare each officer with all others of che same rank and corps 


whose professional abilities are known to you personally. Please 





note thar the officer is not to be compared only with the others 


of his rank now under your command. For this reason, 1t ts 
important to indicate in Section 9b how many officers are 
included in the group you use for comparison. 


In making this comparison, keep in mind that the group of 
officers whose professional abilities are known to you personal- 
ly (or any other group of people) will fall into a normal dis- 
tribution when graded on any trait or factor — thar is, there 
will be a small number at the lower end, a larger group in the 
middle, and a sinall group at the top. With this carve in mind, 
compare the officer with the group and mark him on each factor 


in Section 7 as falling in one of the five brackets — the k 
10%, the next 20%, the middle 40%, the next 20% or the 
10%. Do not hesitate to mark “not observed” on any fa 
which you think not applicable to the duty in which you | 
observed the officer or in which your observation has been 
limited to warrant judgment. 


No entry which is made in Section 7 will be considered an 
satisfactory report. Only adverse conment in Section 6 
entries so designated in Sections 8, 9, 11, and 12 will b 
considered. 


An unsatisfactory report must be referred to the officer rey 
ed on for his statement which is to he attached to the repo: 
fitness. In any case open to question as to what constitute 
entry of an unfavorable or unsatisfactory nature the ofhcer 
alwavs be given the benefit of having seen the report. ( 
Articles 1701 and 1405 Navy Regulations, and BuPers Mat 
Article B-2202. 


The Bureau desires that reporting seniors make every effor 
show each fitness report to the ofhcer reported upon arn 
discuss it with him, in so far as practicable. In this connec 
please note the instructions in Sectton £2 which provide 
statements of a constructive nature which refer to minor im 
fectrons or lack of qualifications do not constitute an uns. 
factory report. On every report of fitness, the reporting se 
will indicate under Section 12 whether the officer reportec 
has or has not seen the report. 


The reporting senior will sign all three pages of the repor 
the lower nyhe hand corner, or will sign the original and de 
hate a commissioned oflicer, preferably sentor to the ofl 
reported on, to authenticate Pages 2 and 3 in lower right h 
corner. The officer reported on may sign and retain Pay 
inserting same tn his qualification jacket, if he is geographic 
detached from the reporting senior. 


The Officer’s Fitoess Report (Page 1) and the Officer’s Qi 
fication Report—BuPers Copy—(Page 2) are to be forwar 
—not separated—to BuPers. The Officer's Qualification 


port—Jacket Copy—(Page 3) is to be detached and filec 
the Officer’s Qualification Record Jacket. 





Fitness Reports are to be submitted promptly and their prep 
tion is one of the most important and responsible dutie: 
superior officers. Failure to prepare them objectively is di 
mental to the efficiency of the Navy. If not submitted pror 
ly, the rights of the oflicer reported on may be prejudiced. ° 
fitness of an officer for the service with respect to promo! 
and assigninent to duty is determined by his record. 


INSTRUCTIONS FOR OFFICER REPORTED O: 
It is your responsibility to fill out Sections 1 through 5 of 


fissany Yeo ot yall sheets in the lower lefe-h ¢ d corner, 





mit the form to your reporting sentor at the times specific: 
the General Instructions above. Use a typewrtter, if at ally 
sible—if not, use ink, but be sure that all coptes are legibl 


TTL, , Le 


NOTE: For convenience there is printed on the back of these instructions a work sheet which may be used us a draft in preparing the 
carbonized set. The work sheet is to be detached before filling out the carbonized set and is NOT to be forwarded to BuPers. 
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Appendix H (con't) 


—" al _ 


NAVPERS-310A (Rev. 6-45) 


OFFICER'S FITNESS REPORT WORK SURETY 


READ CAREFULLY THE INSTRUCTIONS ON THE REVERSE SIDE 


OATE 






RANK AHO CLASSIFICATION 










WANE 
1. 











SHIP OR BTATION PEAIOG OF REPORT (me. dey. 
DATE 90" a 


OaATE 


DAT! OF HLPOUTING TO | GCCASION FOR REPORT 


FURMENT MILT Ol NTATION 
QO DETACHMENT OF DUETAVIIMEAT OF Q Wea LAR oO O 
OFel Pit KEPOUTYD ON IEE AIMDEETING] SP NDI SEML ANNUAL QUARTERLT 
cont Airst pod drorrite asccusalely, Iacinds geriadn of leew, trannt, 
eye@eat of chip.) 











OESCRIPTION OF OUTIES BINCE LAST FITNESS REPORT i List annst 
2. olc,, plsma tacindes o 






















i IF COMRREN DH INSTICE TOON WEEE. COM RTE ED PSE IEE NDS POT Gee THN MPT, List TITLE OF VOUMAE LOCATION OF BUELIOL, 
+ LENGTH UF COTKSE AND DATE COMM ETHI 








4 tf Avmter, la@ente Ne. of 
+ Flight Hours Last Tew Years 
fer Tach Type Atvereft (List 
tort Resent T * 


5 mv PREFERENCE 
i NEAT OUTY 





TYPE OF AIRCRAFT 















NO OF ljOUns 





LOVATION 





RPA | aaxn ar pers 











MIGCtt 


LocaTies 
"Nt € U> REPORTING DF FICEN ESNK FILE NO UPFICIAL STATOCS FRLATING TO OFPFICKN RELUORTED aN 











Rh. SECTIONS 6 THROUGH 12 TO BE 
FILLED tH BY REPOSTING OFFICER 










OAT. OF EXrm Tub 


INGICATE MORE RESPONSIBLE OUTIES FOR WHICH HE t@ IN TRAINING. [11 anne, os statel 
QuaLiFicaTioa 


18 THIG OFFICER OVALIFIEO TO FER. 
FORM ALL KiB O a 
PRESENT OUTHES? LJ YES nO 


Gumeunt ne aperial of culaentin gia tons ee Rell ae pee pltyal ob Peete whl bh shiaild be considered in ‘lets rmiaiup ‘hae ke side ow duty io stich he abonid he detalied Only comumemts on 
qualitealhae weifvant op dieting should be eptired tere ANY COMMENTS HEADING FITNLS® POU PHOMOTION Sit 142 1K ENTHIINS IN OA TION LY ONLE OF Pauk & 











FOR BHAT OUTIER IS HE AFCOMMENOFO? 


APPRAIGAL POR BETAIL PURPORER 


ABKORE AFLOAT 


FOR EACH FACT OUR RYE PR Tue AP aAT2. WON TOON ATE 1DIW THE DERIVE COME RRES WITH ALL OTMURS OF THE AAMEK RANK. CLARRIFICA- 
TION AND CONS WHOSE FEOF SSN AL AMMLITIDS SUE RNDAN Te VO Pe saN Et 1m2 NOT LIMIT THIS COMPARISON ONLY TO THE OTHEAS NOW UNDIE 
Sac CUB As wt pal ae mH al CaN id pa ST oN hee 1T8 be AVPMOVEEST®. NG ENTILY Witlhell if MADE IN TALS KECTION WILL ON 
CUNAIDFRED A viet ant td ee ee ee eo a » TUE OF PTB FUR ATATEAMENT ONLY EN us EMU NATED a50T1 

AND 12 WILL BE §O ( DNSUDBIEED? is al an 





— 
* 













RATING FACTORS 


A. SEA OR ADYANCE BASE OUTY | + STANOING PreK WaTCHEN UNDERWAY: 


New deans thts ofcer sompareie: |. iity TO COMMAND! 


MOTE: PTI JATL TH Te = 


CREED FUR ALL OFFE | 3s PxRPORMANUL IN PRESENT DUTIES AX DESCHIINED IN SECTION 2, ANOVET 











4. REACTIONS DI/MING EMEMORNCIESS 


S PERPORMANCE AT NATYDR STATION Of IN WATTLES DUTIESS 





6 INITIATIVE AND (2 ASRESF IESTUNNEILITS WHEN RPLCIVIS INSTROG TIONS AM LACKING? 
t = 5 
2 GIVE FUANK OFINIUDNS WIN ASKED CHO VOLUNTEE I THEM WHITES 
RESPONSIBILITY APLESN AND TO AVOID MISTAKES . ag “a 
. 2 FOLIW TUROUUIT DESPITE ONNTAVLEN IN CARDING OUT TEAINENSI- 
Hew oull done this oMcer: HILTIES ASXIUAKD Oi ARMTMEDY 





1, UNDERATANG INSTHUCTION® GIVEN, AND USE SC OUESTIONS OFFFUED? 





C. SNDERSTANDING AND SKILL 


New wel derw thid efbeor 


2 EXERCIXE JODOWENT? 

R RATE IN TANIA COMPETENCE IN 
HIN SVRCUALTY. IF AN\S iNacoc Mimvlalidt 
t INSPLRE RURORDINATEX TO WORK TO THE MAXMEM OF THEIR CAVACITY? 























L EVFRCTIVELY OFLDUATE TASKS AND AUTItONITY + 









2 FRASBMIT ORDEKA, INSTUULTIONN ANB PLANKT 


& ORGANIZE Wis Worm AND Twat oF Tiese CNbin MIN COMWAND Olt 
—_RULERVINION? a eee 


5. MAINTAIN DIACUVLINE AMONOD THOME { NDEI Hix COMMADD Of 1M TTON FT 


©. LEADERSHIP 


Mew wat dase thts eficer: 







































1, ARTLITY TMH WOKK WITU OTHER? 


&. COMDECT AND WORK WABITS 


New dese IAN efBeor cnaiears in: 





2. AINLITY TO ADAIT TO CHANGING NEEDS ANO CONTHTIONS* 








3 MILITARY CONPUCT—AEATING, Ditess, COURTESY, RTC + 










4 BAVIND TID-OFMICEN UNDER YOUR Herarter Tt NOT CURL NUT 
+ MAE 1 i “ty 4 MPS Ni 

MANO, WOULO YOU: WANT Distr TO HAVE 1147 hE RATISFLED ne PLEAXED PARTICULASLT 
cos (=) UNS ATINEACTONY 1 0 {UNSATING AUTOR? Ty WAVE Hise To HAVE Wier oO DeEaIRE ri? 



























Considerieg AN Steer of the Saee Rank, (Chest one) 
$a. Clasataoation ead Corps, Whees Pralessioaal UNDEH NO °3 Qe Pe WE IF 70% WERE ay a AKNE fea Eg ene ene i od 7 ee taf 
Abllitieg Ace Anewe te Vou Personally, CLINCUMNTANUC KS? > ue T) BE 3 T=: 
weuld Yoo Preeats Him: : (Titqtislectierys PHOMOTHIS ie UMD METED ? PHOMOTSD? PisareatyTe ds f LP iss ee O te 
1 COMMENT IN BECTION 12 ANO GIVE REFERENCE HEKE TO ANY COMMENOAOLE OF ADVERSE REPOXTS THAT RAVE BEEN MACE ON TH . 
1 NAVE YOU ANY ABVERSE COMMENTS TH MAKE REGAROING THI OFFICER'S (al oO : | YNRATINFACTORY, You la wther Hoa of Gection Ih 
! *GUALITIES OF PERFORMARCE? YES xO If yes, explain | conetitutss a8 ptutiotectery tepert at@ aust te 
HAB ME ANY MENTAL OR MORAL WEAKNESS WHICN AOVERSELY AFFECTS oO hace oO és in Section 12. | catered ta tha eMBeer for chatomeat. 





Hig EFFICIENCY? 
Ute in thin apace a clear conckw aysyrarea) of thie nMinr my itesrteat wn ane) the parfurmaree of alts 





worthy if srewisl mention, [nrlude rewoummeandations as to Droecticn. 
Miatoments uf # eonatroctiee nature ehich tefar te tinor imper- 





tnludina any 


A famivars of mnaalisfactury terturiven~y ste A) orator or MES ne, te refered ts tlie offtias far eatenicet , P 
{ Sa tack of qualifiations 49 mit conalione av UNnsstivarlony Pryerrt, Yor exaniple “Thee Mier wae we bilile shew at aeding etaricd bul la Bow wakiag guod progres” a “Tals 
eGlewr te well qualified tn Ris prrecsil dune bol has hast an eayerirmrs at ere would Dit Ne UPastiafactry yp reli 





CHUNAR TMs MEPOnT TO RF Gi RATINPACTOUNT O TN FAVORABLE oO UNRATIAF ACTOR 





Cheech ane of Vhese Denes t 














| 


| 


} 





LEAVE BLAME 
| 
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APPENDIX I 


NAVPERS-310(Rev. 3-51) 



































THE GFFICER REPORTED ON WILL FILL IN THE FIRST FIVE SECTIONS: _ a 
-1. NAME (Last) a (First) (Middle) Grade USN (R) Designator File No. 
2. Sup or STATION DaTe REPORTED PRESENT DUTy STATION 
%. Peston oF Revout - OCCASION FOR REPORT Tyre oF RePorT 
Semi- Detachment of Te tachment Con- 
Faont To ernual Reporting Senior ____-. of Officer -2--.-2-. Regolar 2... current _.... Special -...- 











4. KEGILAR aANO 1 ANOIILONSAL Deuits. List nll duties assigned, including witches. List courses of stody: or instroction carried on. After each item insert 
in purcentheses number of months this reporiing period. 


+ wee emma = + eens - ee mee owe eww we wee ee - -< -- 
- sae2ee --= ee et Se ee Oe ee ee = 88 8 Oe ee eee See ee oe = eee ee See see =-ee88 
wee Heme wwe eee - ee ewww ee ee eee eee ewes - = 
cece wwee- Oe Oa a a ee eee ee ween — He eee — eee eo a ee ee wets he ee eee wo eee Kee eee - Kc ee ee eee wee eee 
2 
ee ww ww wee - eee ee eee ee =e een nn eee 
--~ SO wn A eee ef ee ees = ee ee ww oe wwe oe 8 a ee oe we ew we oo ee 8 ee He ee eH Ke eee see eteeerecess= 





oe PnoFiciexcy IN VORRIGN LANGUACES, Srarine Wartcn ‘Oxts ANO AMLITY ‘TIRKIIN 











(Sirnature of officer reported on) 














——————<—— ee OO ee 


FOLLOWING 70 BE FILLED iN BY THE REPORTING OFF ICER: 











6 EMPLOYMENT oF CoMMAND DURING PELIOD or THIS Rerorr 








7. REFERENCE 21E.E AND APPEND Copy oF ANY COMMENDABLE OR ADVERSE REPORTS ON THIS "OFFICER RECEIVED DURING THE Perioo op THis Report 














& PERFORMANCE. Assign marks on a scale 

of 0 to 4.0 on the approupriate qualifications PRESENT 

listed, and on any other significant quali- KSSIGN MENT cc 6. Saees=-5-— ALITY 10 COMMAND 22----—5—--- As Starr OFFICER.  —......--ce 
fication. on which observation has been suf- 


ficient to justify marking. “PRESENT As- OS ee eae 
SIGNMENT™ must always be marked where AS EXECUTIVE oR (Type watch) 
Pny other marks or comments relative io DIvislON OFFICER . ~----- See NWATCINEORRICER 4.0 =.-.-.-..-.— IN ADMINISTRATION .n.2-e- ewe 
performance are made. A mark below 2.5 
constitutes an adverse entry. TECHNICAL COMPETENCE 
SIP HSNOGEINO! ©. soseeeeeee ee 0S) Sse rr saaees fe ae 


(State specinity) | 


9, CONSIDERING THE Posstrte REQUIRE- 


MENTS OF War, INDICATE Youn ATTITUPE Prerer Not 
Towanrpd HAVING THls OFrricerR UNDER Your PARTICULARLY DesiRE Le PLEASED BE SATISFIED To Rave Him? 
COMMAND. WouLtp You TOUPAVEMINIST? ..-c.c-c0 TO RAVE FIIM ? -2222222-4 To HAVE Hii? -..---.... (Adverse) soneeccunccee 





10. IN ComMraRison WITH OTHER OFFICERS 
oF H!s GRADE AND APPAOXIMATE LENGTH OF 











Service, How Wovuip You DesigNatTe THis ABOVE Below 
OFFICER? OUTSTANDINO -.-_.2U. EXcELienti-.-- AVERAGE .......... AVERAGE! ....0<2..5 AVERAGE)... 22 2- =. 





1). ComMENTS. Give in this space a concise appraisal of the officer reported on. Comment on his fitness for premotion and on any outstanding character- 
islices of value to the nnval service, including superior nhility to command and ontstaniing qu:lifieations in any field such as administration, planoing, 
logisties, clectroaics, new weapors. or new developments. Comment on cbserved skill in dealing with the public in personal or official contacts. Any 
nenial, moral, or physical weaknesses which might affert his eHiciency, or fnilore to meet qualifications normally expected of an officer of his grade and 
desiznation should be indicated. ainy adverse entry made in ony part of the report must be explained in this paragraph. This space must not by left blank. 


wee wwe ww ww aw ww wn ww a ww wo ee ern wee eee et ewe a ee eee nn een ne we ew enn ~ on on ~~ ee a oe a i ee 9 8 OO OBS OS Cee See See e ee ee etoceaa 
a= eee wwe meee ene ena eww ee = 6 ee we ew a a ow a er a ow ew owe eee wee were a ee eee oe Hee ee ee eee ee eee wee fe we Oe Oe Ce we mee eso ese 
<6 ee we wee eee we we eH ee ee He == ee ee ee er er errs Serr ree eevee ease eee eaeeeeeaeea=-seeereaes=—-as 2 On en ae Oe Conon een Seen 
aa ewe wees oe Sew ee ee ee eee eee = <8 ee oe ee ee ee eee e ee a a a a a tw a a ee + eee eee renee ween HH ee eee ee se esse ose wees SS oe eee ee eee ee 
en = eee en eee eee eee ee ee te ot a et rr wt i i a 8 a te et ee = he ee ee ee ee ee eee eee eee sees eeeses= eee oe. 
eo Hee ee wn we eo wo we oo a EE 8 OO OS Oe HK ee we eee es Heme es cone ee ee ee we wee ee ee eee ee ee ee ees sec= Or eee ese es fee sees, OS eee ew ee eee 
aoe wees meee ee w= wee ee we we we wm we a a a a a ee Oe a a a ee ee a a a i i a ee ew ee ee ee SO et 88 Se 68 88 8 688 85 8 OS OF Oe OO SS SESS SOS ST ees eeesoeeasr 
ee as os oe ons oe eSeweceeweaeeee$ eeeeeearaseeeees «an wow e ree eee se eee an= ee we ww oe oe ee ee ee eee wrens eee e === ween = wee eee ee we ee On = oe we ee et eee ewe ne eee == 
é 
oo = mew eee — em hewn a a a a ernest ssssssc ee oo ee oo a oo ee nr we es ce eee ee ee oo ae ee ee a we a ee eee teen wee eee nee 
ee wee e rte Hee ee eee ee ewe ee oe eee eee wn ww oa a oe we oe oe ew eee a+ -eeees eee we oe wo on a a ew ee ee eee en «oe = eee ee eee eee oe wee re ete ete 
“eee ewan enn ee wee eee ee eee «ew oe ee ee nn ee = ee ee Ree ne ee ee ee eee ee es 8 oe oe a a a a ee eee § He ee ee ee eee ae © eee = 6 ee He Bees eee Heese 
=e we ewe mew ewe « HHH 8 Oe 8 Oe ee Oe ee 8 8 OOO Oe HOO OH OR 8 8 ee ee eet ee eee eeeseses =e 
=-<-<- Oe wen we ow ee eee eee es wee ew ae = Ho a a a a Se a a a a a ee ree 66 oe = ee On en 6 ee eee He 8 8 re 8 ee ee eee eee so ass 
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12, Nase, GaaDE, ANO Fire NusMeceer of Berurtino OPFICER. OFFICIAL STATUS RELATIVE To OFFICER REPORTED ON. 
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REPORT ON 1 THE FITNESS OF | OFFICERS Date submitted ~~ 
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Appendix I (con't) 


13. To WHAT DEGREE HAS THE OFFICER REPORTED ON EXHIBITED THE FOLLowINe QUALITIES? 


(a) INTELLIGENCE 
(With reference to the faculty of com- 
preheasion; meatal acutenese. } 


(h) JUDGMENT 

(With reference to a discriminating 
Perception by which the values and 
rejatione of things are mentally as- 
serted.) 


(c) INITLATIVE 

(With reference to conatructive think- 
ing and resourcefulness; ability and 
intelligence to act on own responsi- 
hitity.) 


(d) FORCE 

(With reference tn moral power pos- 
pa de and exerted in producing re- 
8 ie 


(With reference to the facnity of di- 
recting, controlling, and influencing 
others In definite lines of action and 
of maintaining discipline.) 





(f) MORAL COURAGE 

(With reference to thnt mental quality 
which impels one to carry out the dic- 
tutes of his conscience and convictions 
fearlessly.) 


(zg) COOPERATION 

{With reference to the faculty of 
working harmoniously with others to- 
ward the accomplishment of common 
duties.) 


(h}) LOYALTY 

(Fidelity, faithfulness, allegiance, 
constancy—all with reference to a 
eause and to higher authority.) 


GQ) PERSEVERANCE 

(With reference to maintenance of 
purpose or undertaking in spite of 
obstacles or discouragement.) 


, REACTION IN EMERGENCIES 

(With reference to the faculty of act- 
ing inatinetively in a logical manner 
in difficult and anforeseen situations.) 


(k}) ENDURANCE 
(With reference to ability for carry- 
ing on under any and al} conditions.) 


) INDUSTRY 
(With reference to performance of 
duties in an energetic manner.) 


(m) MILITARY BEARING 
AND NEATNESS OF 
PERSON AND DRESS 
(With reference to dignity of de 
meaoor, correctness of uniform, and 
amartnees of appearance.) 













NOT 


OBSERVED OUTSTANDING 








EXCELLENT 





keen in understanding. 


| 


Unusually keen ia estimst- 
ing Situations and reach- 
ing sound decisione. 


Exceptional in ability to 
think: plan, nnd do thins: 
Wilhout waiting Ww be loid 
and instructed. 


| 


Strong, dynarmiec. 


| 


~~ no Tawnirs Ss taheisa to a hush 
degree by precept and vx- 
ample. Requires a high 


re | 





atandard of discipline. 


Exceptionally courageous. 


SS eS 
—— 


Exceptionally auccesaful in 
working with others to a 
common end. — 


Unswerving in allegiance; 


frank and konest in nid- 
ing and advising. 


Determined, resolute. 


Exceptionally cool-headed 
and logica} in his actions 
under all conditions. 


Capabiec of standing an cx- 


ceplional amount of physi- 
ea! hardship and strain. 


| 


industrious. 


| 





Exceptional. 





Extremely energetic anil 


Exceptionally quick-witted; | Graspa essentials of n sit- 


uation quickly, 


| 


Can generally be dependeti 
on ta mare proper tdeci- 
sions. 





Abie to plan und execute 
mission; an his own re- 
sponsibidily. 


= (eee 


« - TONS. 


lg 


A very sood hb acier. 


Courageous to a high de- 


gree. 


Works in harmony with 
others. 


A high aense of loyalty. 


Conatant in purpose. 


Composed and logical in 
hia actions in difficult site 
uations. 


Can perform well his du- 


ties under trying condi- 
tiens. 








Thorough and energetic. 


Very good. 


UNSATIS.- 





Understands normal aitua- 
tions and conditions. 


| 


Fnir judgement in normal ~ 
nnd routine thins. 


Capable of  perfarming vad 
routine dulies an own re 
sponsibility. 





YUVA 





Liffvetual under normal 
and routine cirenmstances, 


| 


Laawels fairly well. 


) 
' 


i Ore) } BIHL AO LHDIU | OL 


| 


Fairly courageous. 


| 


Cooperates fairly well. 




















| z 
th 
Reasonably faithful in the - 
execution of his duly. 
| Cc 
| ae 
Fairly ateady. & 
wm 
td 
| z 
Fairly logical in his ac- >» 
tions in general. ~ 
< 
=] 
= 
Of norinal endurance. «a 
i] 
| | 
on eee ey 
Reasonably energetic and ~ 
industrious. —) 
ee] 
| | 
Fair. 


14. A report containing naverse matter must he referred ta the officer reported on for statement pursuant to article |761 (8) USNR. His statement sho: ' 


he attache: to thia report. 


reported on eiiner craily or in writing. 


Has THis Been Done? --- 


GB. B, GOVERNMENT PRINTING OFFICE 


(See Sew wet er we wee Pee ee 


Staterenis af minor deficiencies either in charneter or performance of dutica mnusat be brought to the attentien of the off 


WHATBIMEROYEMEN TMI PeA NY SHASEGEEN) NOTED ( 2.2.5 <s2on2 esc. 5-330 oe ee ee ee ee ee 


er ee a a ye A SGP ee 


2 ee ee ee ee ee ee ee ee ee ee oe ee nH as ee emma n — ee eae se eee eee 


(Signature of reporting senlor) 
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; APPENDIX J 


NAVMC 652-PD 


Crea OFFICER FITNESS REPORT 
| U. S. MARINE CORPS 





SECTION A (To be completed by adjutant or unit personnel officer) 


| gpm Se ee 2 eee fee ee se ee ee ee fee 
(Last name) (First name) (Initial) (Grade) (Service number) 

PO Me) rrr re eee eee a eee 

RR AGGRICNAINBIO@S 8 ____.. onc cnscenn-- enn nnnnnncnnnnnavanneceeeees 


4. a for report (check appropriate boz): 


Annual ( Detachment of officer [() Change of report- [] Concurrent OO Special (Explain on line 
reported on ing senior report below 
ies 
6. Periods of nonavailability (30 days or more) (Explatn) _ nr, eho Ee 
7. Duty assignments during period covered: Regular (Dates, descriptive title, and duty MOS) _.....---.-.--.-..-------- lee ee 


Oe O06 OT ee 8 888 8 FOS OOS 6 OOO S68 OO Oe et ee ee ee eee ee ee eee ee a ee ee ee ee ee ee es ee i a ee ee eee ee 


eee ee ee ee ee ee ee ee ee ee eee ee eee ee ee ee ee ee eae ae a ee ee ee ee ee rn re ee ee eee 


Preeona) (Mescreprree titeGnd NUMmUET Of} PIORLNG) —_...---nncecnnacncoernnnccennao~ cnn nne mee cnceneecneenencaeneee ces or nescucnnscunnnesenceceesdecsassnececes 
Secret ceprererence tOT NeNG aecieminiemt ClAlenotce) es oo eo ooo cane enw eceee cece naeneaccennoubnpeenecauanadeneneeceasee meena to. on an 
ils Akites| | aan iirr re oT pee USC CROICE) _.-- 2.2 cee ee eee 

Sy MCT OREM OTUIELE BORE 00s -- lad rw wetwwa neon nnennceneee Cd a ae | sae ae re 
1G), Duty assignment 2.2.2.2. 2: i ee 





SECTION B (To bc completed by reporting senior) 
11. Recommendations for offieer’s next duty assignnient: 





12. During the period covered by this report: Yes No 
(a) Has the work of this offieer been reported on in a com- oO ia If Ycs in (a), (6), or (e), and a report has NOT been 
mendatory way? submitted to the CMC, attach separate statement of 
; : nature and attendant etreumstances. If a report has 
(b) Has the work of this officer been reported adversely? C] iy been submitted tothe CMG, reference such report below: 


(c) Was he the subject of any disciplinary action that should C] C] 
be included on his record? 





13. Entries on this report are based on (Cheek oppropriate bor): 
(1) Daily eontaet and close C] Frequent of scrvations [] Infrequent observations 
Observation of his work of tis work of lis work 
14. Remarks: 


16 —62256-1 


— 


. 
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SECTION C (To be completed by reporting senior) 
DIRECTIONS 


1. This section contains 27 clements on which the officer is to be rated. For each element five levels of performance are defined by ex- 
amples. The emunples do not eover every possible type of behavior for the element to be rated, but are typical examples of performance 
at the various levels. ‘e 


2. Read and consider all five levels of performance which are defined for each element. Determine which level most properly deseribes 
the officer, and record an “X”’ in the box above the selected example. Mark the “unknown” box whenever you have insufficient infor- 
mation to make an evaluation. 


3. Follow this proeedure until you have recorded a mark for each of the 27 elements. 


1. PROFICIENCY IN HANDLING ADMINISTRATIVE DETAILS 








I. UNDERSTANDING INSTRUCTIONS: 























0 | 
Unknown Misunderstands Instructions. 13 slow to grasp [nstructions, Understands instructions Grasps quickly the main Orasps instructions quickly, 
with a misimum of elab- points of instructions. completely, and accurately. 
oration. 
2, SCHEDULING WORK: 
oO fs] O O 0 
Unkoaown Schedules work so poorly Makes Ineffective allocations Schedules work soastocover Schedules work so well that Dietributes time and effort 
that the activities af others of time and effort. the important phases of all phases of assignments are ao that all phases of assign- 
ore hindered. assignments. covered. ments are covered in a par- 
ticularly efficient manner, 
3. CHECKING ACCURACY OF WORE: 
CO 
Unknown Overlooks numerous serious Overlonks serious errors Overlooks only minor errors. Overlooks only a few minor Overlooka no errora. 
errors. necasionally. errors. 
1. WRITING LETTERS AND REPORTS: 
Unknown Frequently writes unacoept- Writes acceptable letters or Writes acceptable letters or Writes letters or reports Writes superior letters or 
able letters or reports. teports ouly after receiving teports. which are clear and well reports on difficult subjects. 
suggestions for extensive expressed. 
TeV isiono. 
5. GETTING COOPERATION: 
ie) ia 
Unknown Autagonizes mauy of those Makes little attempt to get Ealists cooperation in Im- Enlists cooperation in ail Gets the full and active 
whose support is essential. cooperation. Portant phases of his work phases of his work hy deal- support of all concerned 
from those concerned, ing tactfully with those con- through his tactful and 
oerned. persuasive Mannar. 
6. PRESENTING FINISHED WORE: 
O i) CO ie) D 
Unknown Presents work in such dis- Presents work in such form Preseats work in such form Presents work jn such form Presents work so organized 
orgnoized form that if gives that it gives incomplete that action can be taken. that necessary action is that actlon can be takea 
almost no basis for action. basis for action. clearly indicated. quickly and with confidences. 
II. PROFICIENCY IN SUPERVISING PERSONNEL 
7, DELEGATING AUTHORITY; 
0) 0 [3 O 
Unknown Hesitates to delegate Makes overlapping or vague Delegates authority to cbtaln Delegates authority so well Makes clear-cut delegations 
necessary authority delegation of authority. adequate efficiency. that efficiency is assured. of authority resulting in 


maximum efficiency. 





8 GIVING ORDERS AND INSTRUCTIONS: 


Unknown Creates resentment hy the Ohtains submission to orders Obtains compliance without Achieves willing compliance Inspires enthusiastle coop- 
arhilrary monner in which by his reliance on authority arousing resentment when hy considering the self-respect eration by the use of tact In 
he gives orders, alone. giving orders, of tlhe when giving giving orders. 

orders. 





9, SUPPORTING ACTIONS OF SUBORDINATES: 





0 O 
Unknown Disclaims responsibility for Does not support actions Backs up actions taken under Backs up actions taken nnoder Takes responsibility for sub- 
subordinates’ octions taken taken under authority that specific authority delegated general authority delegated ordinates’ actiona even when 
under the authority he has he hos delegated to sub- ta suhordinates. to subordinates. suhordinates axceed authority 
delegated to them. ordinates. delegated to tham. 
10. DEVELOPING TEAMWORE: 
Ey a) O OO 
Unknown Neglects to develop cooper- Makes little elfort to develop Develops adequate coopera: Develops good teamwork Develops outstanding team- 
atlan and tearnwork among cooperation and teamwork tion and teamwork among which results In an effective work which resuits In maxi- 
his subordinates. among his suhordinates. his subordinates. organization. mum effectivaness. 





16—62296-1 
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Il. MAINTAINING BELATIONS WITH SUBORDINATES: 








Unknown Falls to malatain disciplioe Malotalns disctptine end the Maintaios Irleodly relations Associates with snhord/nates Attaips ao high level of di» 
and tbe respect due an officer respect due an officer in his with subordinates without in a maonoer which insures cipline and respect from mb- 
In his position becanse of position with difficulty be- loss of discipline or the the respect due him as a oridioales through his 
undue familiarity with sub- cause of undue familiarity respect due his position. superior officer. friendly but dignified con- 
ordinates. with subordinates. duct toward them. 





Ill. PROFICIENCY IN PLANNING AND DIRECTING ACTION 





12, SOLVING PROBLEMS: 


O 0 C) O 
Unknown Falls to solve problems com- Makes jnadeqnate solutions Solves day-to-day problems Solves dificult problems by Solves very nnusual penh- 
monly encountered {pn bis to problems he could reason- by making use of existiog making adaptations of estst- lems by ingenious procedurea. 
work. ahly ao to baadla tesources. jag resources. 
successfolly. 





13. PREPARING PLANS: 


ae) O 


Unknown Prepares inadequate plens. Prepares plans based on only Prepares adequate plans Prepares thorough plens Prepares highly effective 
obvions factors. empbasizlag the obvious based on an understanding of plans based on a thorougb 
fectors. all factors. eDalysis of all factors. 





lf. TAKING PROMPT ACTION: 















































———-~ - _————., 





OC) O 

Unknown Falls to act when decislons Hesitates or puts off making Usually takes necessary ace Consistently takes prompt Takes prompt action Jn unp- 
are needed. oeeded decisions. tion witha minimum ofdelay. ection to moct establisbed oceds. ripe or compticated situa- 

ons. 

15, MAKING CORRECT DECISIONS: 

Unknown Frequently makes nasound Occaslonally makes question- Usually makes adequate Usnally makes good decisions Makes escellent decisions 
or questionable decisions. able decisions. decisions based on reasonable = showing sound eveluations of | which exactly fit all the 

iaterpretation of facts. elf the factors involved. factors involved. 

16. MAKING FORCEFUL EFFORTS: 

Unknown Shows po vigor and force in Eshibits little vigor and force Usually vigorous and forceful Pursues objectives of the or- Makes estremely vigorons 
bis efforts to achieve objec in his efforts to acbieve in bis efforts to achieve Ranization with vigor cad and forceful etforts to echicve 
tives. objectl ves. objectives. force. objectives. 

17, ABSORBING MATERIALS: 

O i.) 
Unknown Delays operations because of Achieves inadeqnate resnolts Learns rapluly enough to do Achieves good results because Achieves esceptional results 
slowness ip absorbing facts. becanse of slow learning. his job in an acceptable of capacity to learn involved because of his nausual 
ianner, materials rapidly. ahility to leara. 
1¥. ACCEPTANCE OF INDIVIDUAL RESPONSIBILITY 
18 CABRYING OUT ORDERS AND DIRECTIVES: 
2) a os 
Unknown Frequently delays compliance Sometimes delays compliance Carries out orders anid Carries out orders and Carries ont promptly and 
with orders and directives. witb orders end directives. directives without undue directives promptly. elfectiveiy the spirit aad 
delay. jotent of orders and 
directives. 
19. COOPERATING WITH ASSOCIATES; 
0 
Unknown Cooperates grudgingly witb Gives assistuace to asseciates Cooperates willingly with Voluntarily assists nssociates Is alert to offer assistance to 
associates. when requested to do so. associates wheo called upon. when help is required. emoniles wheo help is 
needed. 
20, ATTENDING TO DUTY: 
O O OC B O 
Unkoown Requires constant supervi- Works Just lard enough to Shows acceptable industry in Works hard ane willingly to Does ex(rn work voluntarily 
sion to kee(? his attention get hy. bis work. achieve objectives. in order to achieve 
op his assigned diities. objectives. 
21. MAINTAINING MILITARY APPEARANCE: 
C) Oj 3) O 
. . Appearance om) hearing Appearance nad hearing Presents 1 goo appeared Appearance and bearing Appearance: und bearlog 
iia interfere with bis ellective- detract soniew list from his and heuring. create a distineny fiverable Inspire a hish decree of 
Tess. ellectivenuss, impressiag confidener, 
29, CONFORMING TO STANDARDS OF PERSONAL CONDUCT: 
O C 5 tJ 
“nk S lices his etficiency or dis- Does mel attain ists full Fullaws soep tc lest udiads Maint ins Yo stm faels fa Isu i-tinet credit to the 
aaah cette the service by avacon- eMelency because of ocensfonal — in his garrecutsd cesduct. his persone] cunmiect, pe hy maintiiniog excep- 
formunce lo recepted stand- laity in his personal coaduct. 1 lit be rh <findurds of 
ards of personal conduct. pa Ve ret. 
23. HANDLING PUBLIC RELATIONS: ' 
0) QO aa ®) O | D 
blie relations in Overlooks opportnnitirs fo To handling public relations Is olert to opportuni tics to Creates oppor «to 
eo i egies fee create further goud public reli. usualy creates ao fisoreble hirther fuad guile relations. advance fue foratere ots af 
entagonismn. impression. the servicer. 


KS ——— A ——— 
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ee 
| V. PROFICIENCY IN OUTY ASSIGNMENTS 
2. APPLYING TRAINING ANI) INFORMATION: 
O 
Unknown Makes serious mistakes in Mokes acceptable appticatian Makes acceptable application Mokes skilled application of Demonstrates an unusually 
applying fundamentals of of his training ant information of his trnintng and luformation bis training and informatton high degree of skill in apply- 
his training. only to routine problems. to most problems. to most problems, tox bis training and informa- 
tian to all problems, 
25. IMPROVING EFFECTIVENESS: 
0 

Unknown Overlooks opportunities Makes Iimited effort to Accepts opportunities to Is alert to opportunities to Actively seeks out o} tu- 
offered him to improve his improve his effoctiveness. improve hls etlectiveness. tiuprove hls etfectiveness. nities CotpeDye ca 
effectiveness, effectiveness. 

26. PROFICIENCY IN REGULAR DUTIES: 
| 

Unknown Performs tee quately In Performs adequately in routine Performs adequately tn dealing Performs excellently {a ail Does exceptional work even 
mony phases of bis regulur phases of hts regular duties. with afl problems encountered phases of his regular duties. in the most difficult phases 
duties, io his regular duties. of his regular duties, : 

27. PROFICiKENCY IN ADDITIONAL DUTIES: 

Unknown ‘Performs inadequately in Performs adequately fo routino Performs adequately in dealing Performs excellently in all Does exceptional work even 
many phases of his edditlooal phases of his additionst duties. with all prohlems encountered phases of his additlonal duties jo the most difficult phases of 
duties. in his additional duties. his additional duties. 

SECTION D (To be used by reporting senior, when appropriate) 
Record here any comments necessary to clarify specific ratings madc in Scction C 





SECTION E (To be completed by reporting senior) 
I CERTIFY that to the best of my knowledge and belief all entries made hereon are true and without prejudice or partiality. 


- ree 
Snes 60 0 oe oe £90006 268 28828 6580068 28086 2 One CeO OBO ES THe ee HS Hee 288 He 8 He 888 8 eH 2S Se es Hee te 8 Ons Bee 8S Oe Cees CES en sees Seat ee asa eeateesase a eeeeeeoaceooeeesacaemaa+ee-aare 


(Signature of reporting senior) 


ESS 
SECTION F (To be completed by officer reported on) 


I have seen this completed report: 
C) I have no statement to make. 


ee Cj I have attached a statement. 


26S e ma eee eesocaaaeseeses eee taww Steen ees eeees tewTe re Eee eeesesee 


——<£2£° oe" Bignalure of officer reportedon)s—~S (Date) 








SECTION G (To be completed by reviewing officer) 


USMC 


Se mniashiiinetadetmnatnaidiadamtetadnen 





Peace UL TOVICWINGE OMICCL. _........ nnn nccnen-- anne cenececceccocenncscanne oe J oN. on ncwtene Ecce er 


Initials... 


Pe OS Sw 





My GMT CNG onsen enn enn nnn concn nn an aaeeeeeeeneneeeenaene pee. 2! oe ae 


U. A. GOVERAMENT PRINTING OFFICE 16—-62236- 1% 
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APPENDIX K 


CHIEF AND FIRST CLASS PETTY OFFICER 
EVALUATION SHEET 


PERIOD OF OBSERVATION COVERED SOPMATION OF ENLISTIERT SHIP OR STATION a SS SS 
To 


ABILITY TO UNDERSTAND Cannot seem ta follow “| Understands only 


















ectly tnte ts nderstands al t& 
INSTRUCTIONS instructions, no matter simple instructions. eh cere pee Sa needs pe 
t ) —_ hen in doubt. — 
when 


ABILITY TO SOLVE 
PROBLEMS 


Dagar ve commani- Can think of only one With occasional help 
zation or planning jeb at a time. in 


. work is 
orderly. 
Often loafs on the job 
or wastes time, occa- 
sionally ducks out or 
avoids extra work. 





ABILITY ee oF AND 
ORGANIZE W 















INDUSTRY Extremely energetic, 


tireless, efficiently en- 
thuaiastic, full of pep. 


Vevey on the job, 
does his re, resents 
doing other's work. 






RELIABILITY: INCLUDING Utterly unreliable, Needs to be watched, I re- Steady; usually de- Eametetely reliable, 
: quires guidance. supervision. 





RESPONSIBILITY usually in some trouble. often gets out of line. peedeuney canscien- 
ous 
vi Je SS ae SS hm me Pa Eee | Ee a es ee eee ee ee 


BASIC TECHNICAL Sufficient to pertorm More than sufficient for Has more than enough 
KNOWLEDGE AND J aistance. Entirely over. duties difficult. satisfactorily in his present rate, ready for to serve as L. D, O. or 
BACKGROUND ted. : advancement. W.O. 

ee! | | cm | |  |oage | af fT JT 
ABILITY TO _ APPLY Never uses what tech- Otten Makea good use af Makee maximum use of 
TECHNICAL KNOWL-} nical knowledge h hni onl general principles in technical knowledge in 
EDGE bas. 4 : moet situotions, all situations. 





EFFORT TO INCREASE Does cot care, or try to wie many chances Accepts but does not Alert to any opportu- Eager to imprave. 
BOTH KNOWLEDGE AND improve. learn. seek opportunities to nity to improve. rps he seeking more 
TECHNICAL ABILITY learn. knowledge. 


HUMAN UNDERSTANDING Just cannot get along iar understand a 
with people. lot of his associates, 
not very well liked. 


























Shows keen understand- 
ing of fellow men. Is 
liked by everyone. 


Gets along with most 
people. 


Understands people, 
very considerate, and 
gets along well. 





ABILITY TO PROPERLY Never delegates re- Needs assistance in Delegates rorransiuy Mokes good use of per- Always delegates au- 
DELEGATE RESPONSI- oe lead delegating Bpsronel- and authority wi sonnel, effectively dele- thority and reeponsi- 
BILITY AND AUTHORITY properly. bility and authority. limited effectiveness. dc all bility most effectively. 
authori 

Be Pe Se ee ae ae ee ee ee eee ee 
INITLATIVE Reguires detailed Seldom hos an idea. Makes occasional sug- Submits numerous ideas Originates well thought 
rs and su Always looks to super- gestions. Works out for approval. Acts in out ideas, goes ahead 
Shortsighted. wiser lee guidance. own details. an emergency without aes own, exhibits 

‘oO ] 

Se See I a a eee ae ee 

TEACHING OR INSTRUC Bores and confuses Occasionally confusing, Generally interesting i Creates high interest; 
TIONAL ABILITY everyone. i but unable to simplify informed. presents material 
lacks background. complex motesrial. : clearly; has 


knowledge of moterial. 


ABILITY TO BUILD OR Destroys morale, cre- Allows spirit to fall off. Can mointain but sel- peysleus Qa good Inspires highest morale, 
MAINTAIN HIGH MORALE ates confusion and dis- Men gripe and disre- dom raises morale, “team” feeling, gener is an ae all. 
content. gan is Instructions. men follow willingly. ates enthusiasm. round leade: 
























Sels a good example. 
observes regulations, 
maintains good record 


Sets an excellent ex- 
ample af conduct lor 
oll men. 


Seldom in trouble, 
minor difficultiea only. 


in trouble, a 
poor example but not 
@ “ring leader”. 


Leads others into 
le, a continual 
disciplinary problem. 


EXEMPLARY CONDUCT 




































ERAN! dil band Sticks to a difficult toak Ordinarily patient and Determined, seldom Never gives re- 
a a my ais eats the =e Gear compulsion. poe dix couraged distracted. gardless of duticuity or 
most eimple jobs. y tough problems. complexity of assign- 


ment 


Sloppy, vokempt, Wears untform tm- Presents good ae Clean cut, neat, good Wears uniform with 


Y APPEARANCE 
MS 5 properly, nonregula- once on séchedu in- great pride, fine mill- 






















tion, careless posture. spections. tary bearing 
ae | oe | eae | UT UT ll SO ee 
NAME (Lez?) (First) (Middle) RATE AND RATING SERVICE NO, 
ee  — —————————  ——————————— ~ — —_ + - +—— ——— ————— 
* = a 19 —6080- 1 
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Appendix K (con't) 


INSTRUCTIONS: Fvaluation -haulta dhe baad upon genes empress. ot could) heeod npen acteal, obecrved 
periecmences, The mack ye ain one trait should net peluctee the mack 2 conan another trait. 
Men ein be expo tad tu sary in streneth fram one trait to anather. Complete and car-ful 
vhs seyation should support a mnork in each one of the mixteen hHstesd traits. 

The folluwing iauc tego. step proeedure fur using ‘his form: 

1, Canesider the tist tesit lisded in the left column. 
2. Read Che deseriptis  oheases listed to the right of the trait. 
3 Dende which of these desenplive phases best deseribes ine individual. 
4. Mark the individual in ane of the boxes under the most Gtting descriptive phrase. / 
a. These Daxes cun fren the least favaralde at the left, ta the must faverable at the right. 
6. kept Chis same procedure for cach of the listed traits, kevpung in mind that each trait should be considercd 
purniely ard Chat the nsark in one trait shonla not influence she mark in another triat. Also keep in mind 
th.” Che majarity of personnel can be expeetcd to fit into the middle or average categury. 

G. Now in the space indicated in the lower half of the back page, make 2 brief camment deseribing any general 
mnpere siens yon have of the individual; indicate the degree to which you fel the individual is qualified for 
officer status; inteate your reeommendation regarding reenlistment. Hf this recommendation is negative, 
include reasens in comments. If the individual has oulstanding ability in some technical specia!ty so state and 
identily the specialty. 
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SAMPLE PRECEPT CONVENING A SELECTION BOARD 
APPOINTED TO SELECT LINE OFFICERS FOR PROMOTION 
TO REAR ADMIRAL 


From: The Secretary of the Navy 
To: Admiral 
Sub J: Precept convening a selection board for the re- 


commendation of officers of the line of Navy on 
active duty for temporary promotion to the grade 
of rear admiral 


1, A selection board is hereby appointed, consisting of 
yourself as president and the following additional and alter- 
nate members, viz: 


*®@eseeoeaeeeoeeeveeeeen e@eeveeed © 


Shall act only upon the eases of officers not restricted by 
law in the performance of duty and officers designated for 
special Guty; ..ccccecccceccesseee Shall act only upon the 
cases of officers designated for engineering duty; and ..... 
creoceccvecccecese SHALL act only upon the cases of officers 
designated for aeronautical engineering duty. 


Oe cee c ec ccccccccerceces Will act as recorder, 


3. The Board is hereby ordered to convene at the Navy De- 
partment, Washington, D. CC.» OM wesccccese, at ten o'clock 
&2.M., or as soon thereafter as may be practicable. 


4, The Chief of Naval Personnel, acting for the Secretary 
of the Navy, shall furnish the board with the names and re- 
cords of all line officers eligible for consideration for 
temporary promotion to the grade of rear admiral; and with 
the names of all eligible officers not restricted by law in 
the performance of duty who are in the promotion zone in the 
grade under consideration for temporary promotion. 


5, Prom among those officers not restricted by law in the 
performance of duty who are eligible for eonsideration for 
temporary promotion to the grade of rear admiral, the board 
may recommend ..ssovceee Officers. Officers holding perman- 
ent appointments in the Regular Navy who are recommended for 
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temporary promotion by the beard shall be those officers 
whom it considers best fitted for such temporary promotion; 
officers net helding permanent appointments in the Regular 
Navy who are recommended for temporary promotion by the 
board shall be those officers whom it considers qualified 
for continued active duty, 


6. From among those officers designated for engineering 
duty who are eligible for consideration for temporary pro- 
motion to the grade of rear admiral, the board may recom- 
Mee . nk eee t OWE From among those officers de- 
Signated for aeronautical engineering duty whe are eligible 
for consideration fer temporary promotion to the grace of 
rear admiral, the board may recommend ..ccccovcsccscsccceses 
From among those officers designated for special duty who 
are eligible fer temporary prometion to the grade of rear 
edmiral, the board may recommend .isstivedevcooesoeve Of- 
ficers who are designated for engineering duty, aeronautic- 
al engineering duty or special @uty who are recommended for 
temporary promotion by the board shall be those officers 
whom it considers best fitted for such temporary promotion, 
based upon their comparative fitness. within such categor- 
ies. for the duties preseribed for them by law. 


7. No officer shall be recommended by the board for con- 
tinuetion on the aetive list. 


8, In order to insure cerrect interpretation of medical 
records, the board may avail iteelf of the testimony of the 
Surgeon General of the Navy or of such other medical experts 
in the Navy as it may desire, 


9. The following oath or affirmation shall be administered 
to the recorder by the president of the board: 


"You, - - -, @ solemnly swear (or affirm) that 
you will keep @ true record of the proceeding 
of this board." 


The following oath or affirmation shall then be administered 
by the recorder to the members of the board: 


"you, and each of you, do solemnly swear (or af- 
firm) that you will, without prejudice or parti- 
ality, and having in view both the special fitness 
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The recommendations of the board shall be regarded by the 
members of the board and by the recorder as confidential 
until approved by the President. Upon completion of its 
proceedings, but not before ten (10) full days have elapsed, 
the board shall forward the record of its proceedings to 
the Judge Advocate General of the Navy. 


/s/ eee aseenvreseneaeeeseene 


(Secretary of the Navy) 
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